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Abstract

This review was undeteken as pat of the ILO InFocus Programme on Socio-
Economic Security. The avaldble research literature is overwhdmingly devoted to job
security but a growing body of work has looked a the security of diverse job features
and, more recently, issues of work intengfication. Insecurity is seen as a subjective
phenomenon to be didinguished from various aspects of employment dability. The
empirical evidence makes it clear that insecurity in the workplace has serious negative
consequences for persond hedth and wdl-being, and for the efficent and productive
functioning of organizations.

The same consequences are involved in layoffs and farness perceptions are
important moderators of responses. Farness dso impinges on the same basc sat of
organizationd variables as insecurity and both can be seen as threats to reaionships in
the workplace. Trud, too, is a Sgnificant moderator of responses, and there is sufficient
ovelgp in the empiricd dudies to judify the conduson tha insecurity is an issue of
fundamentd importance to socid judtice
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Introduction

This paper is based upon the premiss that socio-psychologicd dudies of
digributive jugtice can illuminate our understanding of work-rdaed security and
insecurity.  The argument is that dthough industrid psychology has dready taught us
much &bout the phenomenon of job security, theories a@out the psychology of
digributive judice endble us to comprehend the broader, societd implicaions of job
security, and link the latter to other forms of socio-economic security.

Studies of perceptions of, and responses to, didributive issues have demondrated
that different patterns of didribution of sdient resources both define, and indeed
conditute the socid rdationships in a group, community or sociely. Paticipaing in a
digribution of some vaued good conditutes group membership or dtizenship and the
different types of security mentioned above can be seen as membership of different
groups within society. The digribution acts through medigtion

Didributions have their effects through the functioning of psychologicdly linked
sts of norms, arays of knowledge, which are cdled in play when one of the dements is
cued in the environment, thus a one and the same time directing the response of the
member, and giving information about that group and what can be expected within its
boundaries.

Insofar as job security is a sdient and dedrable socid good, the digribution
thereof has the potentid to define the nature of citizenship in our society.

1. What is job security?

Standing (1999) discusses severd forms of Socio-economic security:

= job security (security in the possesson of a paticular niche in the labour
market, i.e. a gpecific post or career path and its job attributes)

" labour market security (security of finding ajob)

" employment security (security of inditutiond framework for employmert,
eg. agang arbitrary employment procedures)

. work security (safety a work, working conditions)

= sKill reproduction security (opportunities to gain and retain skills);

. representation security (having a voice in the procedures both a
workplace and labour market level, which affect one€s working life) and

income security (secwrity of sufficent income to continue to function in
ONE S OWN OCiety).

The ILO InFocus Programme on Socio-Economic Security (ILO, 1999) adds
. occupational  security (being able to follow on€s chosen professon or that

activity that gives centrd meaning, identity and direction to on€s working
life).




All of these are rdated to the work domain, and dthough “job security” is the term
used in mogt of the studies discussed here, it does actudly cover more than one form of
ocio-economic  security.  This paper will discuss those forms of  security  primearily
framed by the work gtuation and thus will not ded with issues such as government
provison for wefare payments The issue is how secure people fed or beieve
themsdves to be in their daly working lives, in terms of their work, its characteridtics,
safety and working conditions, the professon they follow or type of work they do.

The lig above draws our attention to four different aspects of work-related security.
There is the holding of a paticular job. Where job security is dudied this is what it
usudly means remaining in a paticular post in a paticular place of employment. This
will be the sense of job security used here. Then there are the characteristics associated
with actudly doing the job, such as control over different agpects of the job. Different
atributes of a job may be vaued (see bdow) or particular conditions of work, or terms
of employment. Thiswill be referred to aswork security.

Then there are more generd bdiefs about job security. If you mention to people
that you are interested in job security, usudly you will get one of three responses “there
isn't any”, “you mean insecurity” or “no one's job is secure these days’. These globd
bdiefs which may be quite independent of specific bdiefs about on€s own job, and
beiefs dout the avalaility of jobs on€s own employability and aspects of the
prevailing economic dimeate, dl contribute to labour market security.

The last form of security, occupational security, is dso worthy of notice. If this is
about opportunities to follow a particular professon or line or work which is centrd to
socid identity and the sense of odf, then it is likey to be important for persond well-
being through its effect on sdf-esteem and sdlf-actudization.

Job security has been extensvely dudied in the fidlds of organizationd behaviour,
socid palicy, indugtrid psychology and sociology. Some of these studies dso cover
labour market security and work security has dso atracted atention particularly in the
dudy of the survivors of layoffs and work intendfication. The last however, has not
been spedificaly addressed, dthough indirect evidence is avaladle through the study of
effects of redundancy.

1.1 Studies of job insecurity

In actud fact, most studies ded with job insecurity rather than job security. Rather
like judice, the issue of job security is only noticegble in the breach. It will be argued
here that this tends to obscure the importance of job security itsdf. This paper will
uggest it is not dmply the aversve experience of uncertainty and anxiety over the
future which is a issue, but the hitherto unnoticed practices and atitudes which tell the
individua who they are and where they belong.

Just as judice research suggests a didinction between expectation and the
experience of mord imperatives, so we will suggest there is a difference between the
difficulty in acting and planning in circumdances of uncertanty, and the threst to on€s
persond identity involved in the progpect of lodng on€s job. For example Heaney &
d. (1994) showed tha there are dtitudind and physicd effects of chronic insecurity
over and above the insecurity expeienced a a paticular time. Greenhdgh and




Rosenblatt’s influentid paper (1984) defines job insecurity as a threat to continuity in a
‘job gtuation’.

Fedead et d. (1998) discuss the ease/difficulty of re-employment. The Job
Insecurity and Work Intensfication Study (Burchell et d., 1999) studiesboth.

1.2 The subjective experience rather than objective measures

We do not actudly have a great ded of work on the phenomenology of job
security/insecurity. While the “threat X powerlessness’ mode discussed in the next
sction hes congderable intuitive apped, and has withsood the vegaries of many
different research projects, it is important to know if this is how people are describing
the dtuation, or whether it captures adequately the fedings and thoughts that are present
to them when they are condgdering this issue. Although there are quditative studies of
job insecurity and organizationd change, they have not been presented a the levd of
individua experience Hdlier and Lyon's (1996) dudy discusses individud coping
srategies and adaptation to the changed job gStuation.  Perceptions of job security are a
part of thisrather than afocus.

Jacobson (1987) looks @ persond descriptions of the experience of job insecurity,
paticulaly with regpect to how “common sensg’ destriptions, i.e the ordinary
evayday dexriptions lay people uss mgp onto the formd modd of “threst x
powerlessness’. This is a methodologicdly sound piece of quditaive work which
identifies cognitive, affective and behaviourd (response) caegories of experience, even
though the responses (defined by overt behaviour) are actudly characterized by the
absence of active behaviour. The same study notes that the three clusters of atitudes
which it identifies two of which ae mutudly exdusve, can exis sde by dde in
goparent contradiction. This should dert us to the posshility that there may be more
than one way to describe the dtuation. This may be a question of framing (Tversky and
Kahneman, 1981) or, as Jacobson suggeds, thet atitudes may vary over the course of
the job insecurity/unemployment experience.  Similarities to the laiter are noteble and to
the process of loss bereavement and grieving. The possbility of postive outcomes is
noted, especidly associaed with coping, but the descriptions found are largely negative.
Jecobson suggests that it is the paticular combination of attitudes reflecting the
(theoreticdly) different components of a Stuation which result in particullar meaning in
agiven “microculture’.

All researchers agree that it is the subjective perceptions of security that are
important. It is these representations of the socid environment which mediate responses
to objective changes in the gtuation. Experience of job losses and knowledge thet the
company is in bad shape are dgnificant predictors of insecurity (Armsrong-Stassen and
Latack, 1992, Bender and Soane, 1999). However, the precise redationship between
subjective and objective insecurity (of whatever form) is not a draightforward matter
and will be conddered in more detal in the concdlusons section 5. Rosenblait and
Ruvio (1996) found that both globa and facet insecurity messures corrdaed with
features of the actud job Stuation.

Heaney e d. (1994) have shown that perceptions of job insecurity produce
dgnificat changes in hedth and job satisfaction. Burchdl (persond communication)
and Fedead e d. (1998) show that even though most people's perceived likdihood of




losing their job is amdl, they Hill report high levels of perceved insecurity. Gdlie et d.
(1998) chart both an increase in job ingability (as measured through work history deta)
and present perceptions of security. Felstead et d. (1998) dso demondrate that dthough
overd|l subjective perceptions of job insecurity have changed little there have been
changes within sections of the labour market. Smilaly Burchdl (1999) maps the
digribution of perceptions of job security in different labour market ssgments (i.e who
perceives themsdlves to be secure or insecure, and why).

Felsead e d. find that the percentage of people reporting themsdves insecure is
rdivey insengtive to overdl unemployment, but it is sendgtive to locd unemployment
ie to the factors which will impinge upon people€s perceptions of ther sStuation.
Hatley e al (1991, p. 66) quote two workes & the same plant with diametricdly
opposed views of the same objective Stuation and remark that they could have been
describing completely different places.

The importance of subjective perceptions is just as grest for employers as
employees (Bardl and Morgan, 1999). Employers bdiefs about the importance of
labour market deregulation and employment protection are not borne out by actud
hiring and firing policy (Buechtermann, 1993, p.37-39). This dso bears upon the
guesion of genad bdigfs curret in the environment and the way in which the
symbolic meaning of acts can dfect the psychologicd environment. A TUC report
(1996) chdlenges the dam that dnce job tenure has not gSgnificantly decreased,
perogptions of job security are irrationd. The paper points to the changes in the nature
of the labour market that people actudly experience, particulaly the extenson of job
insecurity to sectors previoudy conddered immune, and notes tha ‘downsizing hes
become accepted as the norm’ (p.10) and can be used by firms to send messages to the
cepitd markets about ther dtitudes and intentions. The issue of the role of bdiefs
present in the culturd milieu in mediating behaviour of employers and employees is one
on which, other than these indications, we have little information.

Burchdl e d. (1999, p.15) report that redructuring is largdy perceved by
managers to have favourable effects, in spite of the evidence of decreased motivetion,
effort, and morde which will be discussed bedow. Managers bdieve they need to
increese the cooperation of employess, even where they are indituting measures which
worsen the latte’s terms and conditions. Similarly, bdief in the beneficd effects of
resructuring seem to have become accepted wisdom so that even where market
conditions ae rdaivey favourable, senior management may dgill see the need for
change (Burchdl & d., 1999, pll). An explicdt policy of avoiding compulsory
redundancies can be sdectivdy interpreted to meet organizationd ends and there ae
clear differences in perceptions of various motivaion policies between employess and
ther line managers (p.56). Similar perspective rdated differences appear in perceptions
of socid support (p.45).

Greenhdgh, Lawrence and Sutton (1988) suggest that since it is the perceptions of
a gdtuation that mediate responses, a working environment perceived as threstening may
srioudy impede the devdopment of adaptive responses (Greenhdgh,  1983).
Marchington e d. (1994) emphasze that the way events are interpreted in a particular
context not only leads to outcomes quite different from what might have been predicted
but can explan otherwise incondgtent findings. Even postive deveopments such as
new sills or job content, if interpreted as just another means of managerid control, may
fal to gan employee cooperdion (Burchdl et d. 1999). Even where employee




involvement takes place, perceptions of the process may be quite different from what
was intended and enployee involvement does not necessxily lead to greater
commitment (Guest, 1993). Paticulaly rdevant to the later discusson of famess is
the occurrence of perspective related differences in the criteria (basis of distribution)
deciding redundancies between older workers who favour seniority, and younger
workers, who favour performance (Greenhagh, 1983).

Continuity in thework Stuation

One of the key features of this modd is the negaive gpprasd of change. Any
change a work can be seen as threatening, as happens with downszing, especidly
when little information is avalable (Sutton & d., 1986). It is ‘losng the job as the
employee currently knows it' (Greenhdgh and Rosenblat, 1984, p. 441) that is a issue
While the loss of a job can be experienced as postive (Fryer and Payne, 1984) in the
man job insecurity is seen as a badcdly aversve experience. There is a priority given
to things daying the same and uncertainty is seen as a sressor which assumes, not
unreasonably, a generd preference for things to reman gable. Some authors ettribute
the negetive effects of job insecurity to the inability of someone to plan and underteke
god directed ectivity in such crcumgtances (Burchdl, 1999). Jacobson (1987) found
that perceptions of the gtudion focussed on  unpredictability, disuption of usud
routines, and the disorientation that ensued. If things are to change, then the key to job
insecurity is the involuntary nature of the change and the lack of control exercised by
the subject. Externdly imposed factors are the largest of the dStuationa descriptive
categories Thus voluntary job change which aso produces uncertainty is not included.
However, even when voluntary redundancy is adopted as a mechanism for reducing or
restructuring the workforce, employers may dill have a large degree of control over
whoisorisnat digible (Wass, 1996).

Hdlier axd Lyon (1996 in sami-dructured, in-depth interviews, identify
uncertainty as a mgor component in the experience of insecurity. Heaney & d (1994)
conceptudize job insecurity as ‘the perception of a potentid threst to continuity’.
Marchington et d. (1994) identify edtablished practice as an important norm in and of
itsdlf. Clearly defined procedures have effects on work attitudes and fairness (Orpen and
Andrewes, 1993). Thus any changes in cdrcumdances, or indications of uncertainty
about the future, epecidly with prior experience of dosures, may lead to job insecurity.
Work intengficetion, for example, can be seen not only as a dressor in itsdf, but as the
‘betrayd of long established practice (Marchington et d., 1994, p. 886). Frms tha can
offer continuity of employment even where specific jobs are logst, suffer fewer negative
consequences of downsgizing (Greenhdgh, 1983). In the context of a previous norm of
jobs for life, downsizing can lead to dl jobs being seen as insecure (McGovern & d.,
1999).

Perceived “threat x powerlessness’

The concern with regularity and control informs the centrepiece of this modd:
percaived job insecurity is condructed as the product of the threat (and its severity) and
the powerlessness of the subject to avoid this threat. By defining it thus, as a threat
raher than as a probability, job insecurity becomes an inherently negetive experience.
Threst may be defined as the gpprehenson of a possble negative event. It may be
andiorated by an ability to neutrdize the threat or avoid its consequences, or the lack
of importance atached to the outcomes may minimize its extent. It remans, however,




inherently aversve. Threat may therefore be thought of as a continuum of experience
ranging from mild uneese to downright fear. The diguption of everyday routines,
caud by uncetanty and srong emotiond reections may dso be a threatening
experiencein itsdf (Segrist et d., 1996).

The modd dlows us to encompass the probability that any change may be
negative, even when employment prospects are good. It copes with the posshility that a
prospective change to oneés job or working conditions may, in fact, be seen as an
opportunity by dtributing a vdue of O to the threat. Since this is multiplicative modd
the perceived job insecurity is dso 0, The severity of the threat and the degree of
powerlessness are both a issue since both terms may teke a range of vaues >=0. If
powerlessnessis cdlose to 0 then job security will dso be amdl.

The severity of the threat depends upon the sriousness of the outcomes and ther
importance to the person and the likdihood of these outcomes If lodng one's job is a
serious outcome but the perception of the likdihood of losng it is low, then perceved
job insecurity is dso low. On the other hand if an outcome is less important but the
likdihood is high, dgnificant fdt insecurity may result. Greenhdgh and Rosenblait
(1994) see the sevenity of the threat in terms of a temporary versus permanent loss, the
type of redundancy (being fired has different consequences from being lad off) and
whether it is the job or only features of the job. The tranderability of skills, which leads
to labour market security and thus the decrease in the severity of a threet, is a predictor
of perceptions of job security (Gdlie et d., 1998). Perceptions of the degree to which
unemployment would cause problems is aso associated with job insecurity (Burchdl e
d., 1999).

Job insecurity is related in this way severd types of work-related security. There is
job insecurity itsdf, but there is adso the threet of the loss of vaued job features. Hartley
et d (1991) interpret the severity of the threet as composed, in this modd, of the sum of
the thrests to each of a range of vaued job features, each threat being the product of the
likdihood of logng that job feature and the importance of the festure to the subject and
demondrated thet this is the case (see dso Rosenblatt and Ruvio, 1996). However, most
dudies ded with globd messures of job security, dthough Adiford et d. (1989) did
devdop a multidimensond scde (see Hatley e d. (1991) for discussion). Rosenblatt
and Ruvio (1996) found that while a job features subscde peformed as well as a globd
measure or a compodte of the two, the last was most useful in covering more of the
domain.

Rosenblait and Ruvio (1996) used job features (21 items representing 21 features),
globd (five items) and powerlessness subscales but the latter was found not to be ussful
and dropped. Either of the other two subscaes performed as well as the composite scde
but this was kept on the grounds that it more of the doman. The job insecurity scades
were composed of the average of the (importance x probability) scores over the items,
and the compodte meassure was the sum of these two averages. The measures
demondrated congtruct and externd vdidity.

Rather than congdering subscaks for job festures it may be worth assessng them
as different types of work-rdated insecurity. Some are clearly part of “work security”,
Greenhdgh and Rosenblatt (1984) didinguish  between organizationd  security  and
‘occupational or professonad security’ (ibid, p. 439) and severd of Rosenblatt and
Ruvio' s features are concerned with membership of the organization.




Greenhdgh and Rosenblatt actudly discriminate between loss of job and loss of
job features. It is in this sense that changes in the features of a work Stuation may
provoke a dggnificant response, even when no loss of job is a issue hence the
importance of work security. This dso raises the possihility thet the severity of job loss
a an outcome, is more than smply the sum of its constituent pats loss of a job
involves a loss of identity and function in our sociely, as wdl as socd and other
rewards from the work Stuation. Insecurity may be induced by the loss, or threst of loss,
of promotion prospects and expected pay incresses (Davy et d., 1991) and may thus
affect occupationd and income security as wel. Felsteed et d. (1998) recognize the
importance of labour market security in the perception of a threet: ther job security
index is the product of the likdihood of losng a job and the esse of finding an
equivaent one.

The gmple expectancy vdue formulation thus cgptures many of the reevant
features of the work gStuation. It accommodates the vaue given to the job or its features,
the likdihood of the negative outcomes occurring and dso the degree of dependence
which someone has on his or her job or job features If there is no other source of
income in the household, loss of a job may be catagtrophic, but if there is another person
eaning it may be much less dire, and even rdaively unimportant if the person regarded
it as a source of ‘pin money’. If employees rely on the company to pay hedth insurance,
then the loss of the job may be Sgnificant even when the job itsdf is onerous and an
dterndtive readily avalable and dtractive. In conddering the types of insecurity it is
important to identify the unit thet is threatened, such as an individud, household or
community.

The modd’s power is define the generd properties of the condruct “insecurity”
which can then organize the factors in different Stuations.

1.3 The expectancy value model

It is for this reason that job insecurity is a question of psychology, of what people
perceive, how it is organized and the way in which those perceptions map onto
behaviourd and atitudind responses. Greenhdgh and Rosenblatt's (1984) expectancy
vaue modd has passed the test of time and afords a firm theoreticd base from which
to pursue the subject.

The essentid dements of thismodd are
m  subjective perceptionsin thework stuation o
m threatstothe continuity of a valued job Stuation congtituted by
= perceptionsof threat and powerlessness reaulting from

m  interpreations of information and cues (induding atributions of
causdlity)

1.4 Powerlessness and the importance of attributions

Although Rosenblait and Ruvio (1996, see above) found ther powerlessness
subscale to add little to the job insecurity messures, they point out that for their sample
(condging of Igadi teachers) job security was very high and safeguards were
conddered strong. On the other hand, Hartley et d. (1991) note that the powerlessness




dimendon of a multidimensond job security messure (Asford et d.1989) explans
nearly as much of the variance as the full measure. Greenhdgh (1983) identifies abasc
motivation to control any sStuation someone finds themsdves in. For Jacobson's (1987)
respondents, the most sdient feeture of the experience is the fact of its being externdly
imposed, and one of the clugers of attitudes was labelled ‘surrender’, invalving as it did
‘fedings of unchangestility and loss of control over the environment’ (ibid., p.151).

These kind of judgements about the source of a threat, its cause and what one can
do about it are pat of an area of socid psychology known as “attribution theory”. An
atribution is a bdief dout one thing causng ancther, we dtribute certain properties to
things in the socid environment, induding oursdves. Indeed, the causd properties of
people and factors in our environment are pat of our definitions of a Stuaion and such
causal properties are identifiers of people, places, objects and processes. Pat of being a
peson is the aility to act, to cause things to happen, and to respond to things
happening around one. Management are the people who manage, the people who take
decisons about redundancy and conditions of work. The process of explanation and
judtification is part of the task of perception.

Attribution theory hes long concentrated on two important dimensons of causdity:
causes which are controllable as opposed to those consdered uncontrollable, and causes
which are internd to the person or object being conddered, or externd and a part of the
environment. These two factors together are caled locus of control and whether
someone tends to externd or internd dtributions is conddered to be an individud trait
which varies between individuds If one is taking a proactive view of a Studtion then
who or what controls what is hgppening, or can afect the processes producing certan
results, is an important metter. But what is conddered a propety of persons, groups,
objects or organizations, and what is defined as pat of the environment is not clear cut:
Hatley e d. (1991) diginguish between organizationd factors and environmenta ones,
but one could equaly say that organizationd factors are the environment of persond
factors.

The gandard 2 x 2 typology can be conddered as a two dimensond continuum.
However, dnce the ealy 1980s a socd condructionisd viewpoint has criticized this
raher smple typology on the grounds that our thinking about the environment is more
complex than this would imply and that while this dassfication is extremdy usgful, it
cannot predict what will be seen as controllable or uncontrollable, internd or externd.
Not dl the cdls of the typology may be filled. If you bdieve tha people cannot do
anything about “human naure’ then internd causes which centre on peoplés dbilities
or character will dways seem uncontrollable. Instead of regarding the locus of control
as a continuum, it is often found that bdiefs can dump around a paticula s, eg.
politica attitudes, where srong intercorrdations exist between different types of bdlief.
The gengation of the dements of such belief dructures, and their combination into a
finite number of sas is a socdd process caried on within society as a whole, in its
mediaand culturd traditions, and within different groups.

The very fact that contrallgbility is such a primary focus of our explanaions can be
seen &s a reflection of the indrumental view of the materia world which is so centra to
western culture. This is part of the cregtion of a worldview and how we undersand the
causss of things, what things are like such that they act as causes, are a fundamentd part
of our explandions and judifications. Whether we use internd or externd attributions
(persond  charecteridics for example or sysem blame) is likey to affect the repertoire




of explanaions which is avalable to us and whether we consder a cause to be
controllable or otherwise, (eg. economic factors) depends on a complex dructure of
explanation and underganding. Those living in a culture that explains events as pat of
the naturd world will be more likdy to use externd dtributions more than those who
live in a weden individudig culture which places causdity with individud actions
(Miller, 1984). As is illusraed by the example of “economic factors’, what is
congdered controllable or otherwise has a politicd dimenson. Examining the politica
context and ideologicd content of such explandaions is an important dimenson to be
conddered with regard to such contested topics as job insecurity and unemployment.
The naurdization of explangtions, such tha they become both extend and
uncontrollable, being in such a view no different from thunderstorms, earthquakes and
other acts of God, isa crucid development in the ideologica process.

Ideology will be here defined as a st of explanaory and/or judificaiory bdiefs
which are usad to meke sense of the gdtuaion and evduae it. Both Greenhdgh and
Rosenblatt (1984) and Hatley et d. (1991) regard interpretetion of the gtuation as of
key importance. Other authors draw dtention to the way in which Stuations or symboalic
satements can be interpreted in ways far removed from the intent of the actors (Sutton
et d.,1986, Burchdl e d., 1999). Since job security is conddered to be in the eye of the
beholder, how people explain, dassify and define a Stuation will be crucid to whether
they perceive insecurity a dl, and how they will reect if they do so. Such explanaions
ae commonly cdled accounts in socid psychology (Scott and Lymen, 1968). An
account is conddered to be the explanation that people produce when they ae
questioned or chdlenged about their dtitudes or behaviour. Although dasscd socid
psychology differentiates between causd explandions (etributions) and accounts
(judtifications) detailed congderation of how people tak about rules of judice (Stock,
1999) shows that in answering a question “Why?" people both explan and judify in
ther use of “becauss’ daements if you ak someone why people must be pad
according to ther effort, they will quite likdy reply “Because people need to be
motivated”. If you make the question a specificdly evduative one, as in “why is it right
to pay people according to ther efforts’, you will receive the same reply. People are
like that which is why proportionato-effort digtributions hgopen, in order to maximize
economic output. ProportionaHto-effort didributions are the right and proper thing to do
because people being responsve to such mativation, then produce the maximum
economic output which isthe right thing to happen in those circumstances.

All such explanaions involve a web of entaled explanatory/judtificatory beliefs,
many of which imply esch other (Eddman, 1981) and our dassfication of them as
explandion or judification is usudly basad on ther rhetoricd function: whether they
ae usd to explan the way things are, or judify the way things should be In
interactiond justice (Bies, 1987) accounts are an important predictor of perceptions of
procedurd judice, and dthough didinction is made between those that are
“ideologicd”, judifying some date of afars, as opposed to causd accounts or a socid
compaison, any account has the potentid to be a pat of an ideology (in the sense used
above). The process of naurdization hinges upon some factor coming to be seen as
“causd” in the same way as a physicd cause, thus requiring no judtificetion a dl. It is
only those explanations which ae likdy to be conteted which require judification,
othewise one smply daes the case equd didributions do not work because people
need moativation. Only someone who disgpproved of the laiter would bother to sy eg.
“people need to be motivated because they are dienaied from their environment”. Many




dudies of organizations (eg. Marchington et d., 1994, McGovern et d., 1998) dress the
importance of the framework within which distributive and other issues are interpreted.

It is possble to combine the ideologicd perspective with the more traditiond
categories. Once we have identified the explanations which people are usng, whether
this is achieved by the researchers own familiaity with the gStuationd and culturd
context, or by quditative techniques recording the explanations generaied by
participants, these explanations can be dassfied according to the internd/externd x
controllability typology. Careful consderation of the way in which paticipants use such
explanations must be taken to avoid the trgp of dassfying as internd to the Studtion
factors, such as company performance or policy, which are actudly seen as externd by
participants, and one must remember that as the frame changes so may the nature of
such dassfications where people discuss ther own managers, company policy may be
seen as something they can influence, where the same people discuss the company (run
by the sdf-same managers) within its economic context, that same policy may be seen
as externdly driven and beyond the control of its management.

Hatley e d.’s (1991) dudy in three different countries (Britain, Isad and the
Netherlands), which demondrates the importance of attributions in both perceptions of
the dtuation and responses to it, explictly takes the discusson of job security into the
doman of ideology. Causd atributions can reflect both persond chaacteridtics
(internd  versus externd locus of ocontrol) and ideologica processes  (acoepting
causd/judtificatory accounts of job loss or dtered terms of engagement). For example,
the factors that people perceive as bearing upon the probability of losng a job indude
intra-organizationd  safeguards and the percelved drength of workforce representation
as wdl as locus of control (ibid. p. 75). Where people were asked why they did or did
not fed concerned about job security (p. 73) those who were concerned cited factors
extend to the individud, such as the organizationd or indudrid reaions cliimate or
safeguards resulting from one's podtion in the organization, wheress the reasons for
feding secure are largdy internd, individua factors such as skill or experience (see dso
Burchdl e d., 1999). Who gets to say which employees are retained and which lad off,
should the dtuation arise, is dealy in a pogtion of power. Who decides which jobs
guarantee such security isa politica issue.

The importance of such explanations can be seen from the way in which externd
vasus intend  dtributions, to factors which may be seen as controllable or
uncontrollable, are corrdated with different responses to job insecurity (Hartley, e 4.
1991). The externd vesus internd indrumentd (i.e acting upon the gtuation)
responses of Jacobson's respondents depend upon bdiefs about how the Stuation works
and can be influenced for ther definition. Notably, the “hope’ subcategory of job
insecurity-induced fedings is not dways a mater of subjects themsdves being adle to
change the dtuation, whereas the helplessness subcategory reflects respondents lack of
control in the face of externd forces.

According to our culturd treditions of respongbility (Heder, 1958) one is only
responsble if one is in control of the dtuation, therefore externd versus internd
atributions are the key to whether blame can be ascribed. The different responses of
individud a agang colective sdf-blame which Jacobson didinguishes depend  upon
whether the locus of control lies with the individud or with a group. In the latter
category the respondents falure is not a question of persond traits, but as pat of a
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collectivity. Attributions to externd authority and low trust, which is effectivdy an
atribution of intent, leed to fedings of anger.

Attributions affect both the qudity of the experience and the action a person may
take (Hatley e d., 1991). Both depressive affect and job sdtisfaction are related to the
atribution of causes internd to the individud but beyond individud control (such as ill
hedth, age or ehnic background), and job saidfaction is reaed to individud
controllable causes (such as education or effort). Smilarly, how a person explains the
dtuation frames the posshilities for action. It does not make much sense to paticipae
in collective action if you do not actudly believe that collective action can make any
difference to externd causes of job security such as management policy or politica
cdimae Hatley & d. andyzed the rdadionship between three common coping
drategies, avoidance, individud action (such as looking for dternaive employment)
and collective action (such as supporting indudrid action). In one of ther Sudies
avoidance repponses (withdrawa, neglect, denid) ae predicted by individud-
uncontrollable attributions. If there is nothing you can do then passvity mekes sense
Individud action (i.e doing something about the Stuation such as searching for another
job) is negaively rdaed to meking such atributions but postivdy rdaed to making
individua controllable  atributions ~ Collective  attion is  predicted by
individua/uncontrollable (if you bdieve that cetan of your persond characteridics
count againg you perhaps paticipation in a larger group may give you a chance) and
socid/controllable attributions: if the factors affecting job security function a the leve
of socid organization, something which can dafect that sodd organization is worth

pursuing.

Once one dats to put the flesh upon the bare bones of the standard typology of
atributions, it becomes dear that a complex process of explanaion and interpretaion
takes place. What gets into that process in terms of possble factors, and the effect
different socid actors have or do not have, is important. Greenhdgh (1983) suggedss
that the complexity of interpretations in such gtudtions reflects the complexity of our
relationshipswith work.

1.5 Cognitive versus affective components of job
security/insecurity

Hatley et d. dso bring us to a condderaion of another dimenson of the job
security phenomenon. They look a the effect of job security on indicaiors of persond
wdl-being. In keeping with the condruction of job insecuity as an inherently aversve
phenomenon, the Dutch study looks a the difference between respondents high and low
in fdt job security, in ther experience of negative afect. This is not a odds with the
expectancy vadue modd, but it does introduce the third in the classc triumvirae of
socid  psychologicd responses.  cognition, behaviour and affect (by which is meant
emotiond responses, matters of feding or mood). In particular they discuss feelings of
job insecurity. Two of the dudies used three item scdes that primarily cued cognitive
responses. ‘To wha extent are you likdy to lose your job' (p.37). They ae essentidly
judgements about the gStuation. The Dutch sudy dso asked about satisfaction with job
security which can be condrued as asking for an goprasal of how the person generdly
feds about job security. In the British sudy two questions were directly about how the
respondent felt; dthough both reaed to the likdihood of job loss a third used the cue
word ‘worry’.
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Quditative work (Jacobson, 1987) has shown thet job insecurity induces fedings
of demordization, suspicion and extend anger. Hope dress (induding physcd
symptoms), sdf blame (in a persond or collective capacity) and the desire to cope may
be experienced, with the latter characterized by dtributions of sdf efficacy and persond
responsbility. The operdtion of aitributions in these categories points to the way in
which cognition and affect interact:  you feel bad in response to how you understand the
Stuation.

The expectancy vadue modd can be conddered to generate a purely cognitive
(thought) process. However, the use of the word ‘threat’, and the evidence that job
security has an influence on experienced affect suggests that this does not sum up the
whole experience of job security. Indeed, it would be drange if it did. Jacobson’'s (1987)
caegories sugges that the cognitive and affective components do not smply
correspond to the likdihood of loss and severity of threat. Both of these perceptions
entail judgements but Hartley et d. refer to the ‘affective “concern over job loss’
dimenson (p.38) which would seem to imply an affective reaction to the overdl threst
of job loss. For now the afective component of reactions to job security and insecurity
will be taken as a further dimenson of the response rather than as a component, i.e. both
likdihood and powerlessness can have both cognitive and affective components which
interact to creste the overal experience.

One further interesting posshility is that, jus as emationd responses to others tend
to be globdly postive or negdive, the affective dimendon of insecurity may be equdly
dl or nothing. This rases the posshility of threshold effects in both perceptud
processes (e.g. only after “threat x powerlessness’ exceeds a certain level do we report
insecurity) and/or functiond responses dthough we may be feding less and less secure
or percaving the dtuation to be less secure, we do not actudly demondrate the
cognitive, physologicd and behaviourd responses until insecurity rises aove a certan
levd. In addition having a job is an dl or nothing event even if thregis to job features do
um over a gtudion. This possble non-linearity, dlied with the postive feedback
effects in organizations (Greenhagh, 1983 tadks of ‘kegping job insecurity bdow criss
proportions) leads to the posshility of complex sysem-level processes tha may cause
an organizetion or individud to jump from one gpparetly seedy date to another in a
very short space of time.

1.6 Measures of job (in)security

Three main gpproaches to the congruct of job security are used. Studies seeking to
explan reactions to job security and its lack or loss & the psychologicd leve, use the
perceived “threat X powerlessness’ modd described above (eg. ArmstrongStassen,
1994). Brockner and Wiesenfdd (1993) use it as a bass for examining the effects of
procedurad farness. Brockner et d. (1992) trest the dements of the modd, economic
dependence  (outcome severity) perceved threat  (likdihood of job losy and
powerlessness (locus of control) via separate factors. Bender and Soane (1999) use a
smilar gpproach as do Felstead, Burchdll and Green (1998).

Other dudies, of which Hatley et d. (1991) is the most Sgnificat, use scales
which incorporate two or more of these dimensons Two or three items scdes are used
in preference to the multidimensond scdes of Ashford et d. (1989). The work history
data used by Burchdl (1994, 1999) and othars (see Gdlie @ d., 1994) ask employers
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three different questions about job security: likdihood of logng ther present job in the
next 12 months, whether ther employer saw the job as permanent or temporary, and
how they would rate the security of each job in their work higtory.

Many of the descriptive studies however, use dngle item varidbles (eg. Burchdl
1993, Burchdl e d., 1998, 1999). Whee more than one item is conddered it is often
an objective meassure, such as ease of dismissd in a workplace in contrast to felt
insecurity. One of the most common messures is the likdihood of losng on€'s current
job within the next 12 months. Condderaion of the “threst x powerlessness’ modd
uggests that this done is not enough. Moreover “satisfaction” with job security (Gdlie
et d., 1998) is not the same as job security. One can argue that satisfaction with security
may include the severity of the threst - people may be likdy to lose ther jobs but
unworried about it due to the ready avalability of other jobs or ther finendd
independence - it is not the same as fdt insecurity. Galie et d. (1998) who use such a
measure, equate it with worry and anxiety about job security. In contrest, Davy et d.
(1991) were dble to use dructurd equation modelling because ther data had multiple
indicators of the latent congtructs.

Although Jecobson’'s (1987) dudy supports the “threat x powerlessness’ modd,
there is a case to be made for further in-depth work as many of the specific attributions
are context dependent, and the explandions current in a culture, or microculture, vary
between hidorica time periods. There is however, a problem with reying soley upon
verbd report, and this applies to both quantitative and quditetive work; not every factor
that is associated with job security may be reported (Burchdl et d. 1999, p.23), dther
because it is below the level needed for conscious recdl, or because the respondent has
discounted it as of litle importance' or has smply forgotten or failed to notice what
might have been obviousto a different observer.

1.7 Summary: What is security?

Job security is a wdl ressarched phenomenon concentrating on fedings of security
and insecurity with respect to a respondent's current job. It is conceptudized as a
ubjective  perception of uncertainty of continuity with respect to a current work
Stuation and thus covers both job security and work security as defined by this sudy.

The response, whether conddered as an overdl effective date, or as cognitions
about the likdihood and possble consequences of job loss (or the loss of a vdued job
festure, or promotion, traning and other prospects), is a rexult of a process of
sensemeking and interpretation that can be profoundly affected by the nature of the
explanations that are current in the Studion. Attributions of causdity and responghility
to people, indtitutions and abgract factors (such as ‘the economy’) and the posshility of
influencing any of these, ae important determinants of responses to the Stuation.
Indeed, such attributions are part of the perceived stuation.

The mogt influentid, and widdy used, modd of job insecurity is the nested
expectancy vaue formulation of Greenhdgh and Rosenblat (1984). Fdt insecurity is

! Respondents will deny experience of any example of injustice a one point in an interview, only to give
an explicit example afew minutes later (Stock, 1999).
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the product of a threat and the person’s perceived powerlessness to avoid it. The threat
is the product of the probability of logng a job, or aspects of a job, and the magnitude of
the negative consequences ensuing. The different components of the threat are assumed
to be additive, and there is evidence that the more features are threstened, the greater
insecurity isfelt. Quditative work has confirmed the relevance of the modd.

The experience of insecurity has cognitive (thoughts and bdiefs), affective
(fedings and emotions) and behaviourd (coping responses, job search) components,
and each can be both an antecedant or a result of any of the others feding depressed
about the gStuation can lead to withdrawa and neglect a work; acting in the Stuation
can lead to an enhanced sense of sdff-efficacy. The most detailed psychologica studies
use multi-item scaes covering the probability, severity and powerl essness components.

The antecedants of powerlessness are rooted in someon€'s understanding of the
gtuaion, in the explandions people meke as to wha is going on and wha can be
influenced. But who or what is responsble, and whether these things can be changed are
parts of an ideology which describes the world as it is, and what we ought or must do as
a consequence. Such descriptions and  attributions judtify as wel as explan a date of
afars which has its roots in the power rdaions between different people and groups of
people Examination of the dtributions people meke can reved the way in which
components of an ideology (in the sense of a st of ideas supporting a paticular socid
arrangement) are working in aspecific Stuation.

However, nearly dl this gpplies to the concept of job insecurity.  Should we
conceptudize job security as smply the opposte of security, i.e bdiefs that threats are
nil, or tha we have the power to avoid adverse consequences or tha the outcomes will
not actudly be so negative? Or smply as the aosence of insecurity? While the firgt view
is logicdly correct, the examinatiion of evidence in the next section will argue that the
dgnificance of the phenomenon of job security is something in its own right, that it
represents a  phenomenon  distinct  from  insecurity  focussng on  the naure  of
relationshipsin the workplace.

2.  What do we know about job security/insecurity?

The psychology of job security is a little like percgptions of judice it is only
vighle in the breech. Jus as we do not cusomarily go around pointing to examples of
things being far or right or jug, we only comment upon security and insecurity a work
when the possbility of the latter comes into view. Some Sudies eg. Hatley e 4.
(1991) gpedificaly examine the experience of moving from a secure to an insecure
dtuation a work. More recently, with the rise in a generdized bdief that job security is
much less than it was, chronic job insecurity and fedings of insecurity independent of
subjective likelihood of job loss have become a focus of study.

2.1 The occurrence of job (in)security.

Job insecurity and its antecedents

The seniority rule for redundancies (longer sarving workers are the lagt to be made
redundant) means that tenure or seniority (Armgrong-Stassen and  Latack, 1992)
predicts greater job security. Previous experience is dso important. Respondents cite
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job security as among their reasons for joining a firm rather than a reason for leaving
(Brown, Curran and Cousins, 1983). Job security has been shown to vary by age and
dass (Brown, Curran and Cousins, 1983, Axdrod and Gavin, 1980, Bender and Soane,
1999). Heaney e d. (1994) find that job security is predicted by job dass (hourly pay or
sday) and Armgtrong-Stassen (1993) showed differences in perceived job security after
layoffs between technicd and supervisory oaff and the different criteria for the
digtribution of redundancy within these two groups. Job insecurity is a0 seen as greater
for older workers (McGovern et d., 1998, Westergaard et d., 1989) dthough seniority
conventions (Gdlie et d., 1998) are conddered a legitimae bass for layoffs (last in,
fird out). Older workers are more likdy to have firmspecific skills and thus be less
“employable’ dsewhere, and their grester job atachment means that the severity of
threet is grester, not leest because ther loss of future earnings is the greater (Wass,
1996).

One of the mog important psychologicd sudies of job security is thet reported in
Hatley e d. (1991). This combines the results of three studies in each of Britain, the
Netherlands and Igad, looking a different organizationa contexts because measures
vaied, cross culturd compaison is limited; however, comparison of secure and
insecure workers from each background affords the opportunity to test the “threast X
powerlessness’ modd outlined in section 1.

Hatley et d (1991) found that economic dependence increesed job insecurity, age
was only a dgnificant predictor in the British sudy as was seniority, and education was
only sgnificant in the Dutch sudy. Predictors of security or insecurity included trugt in
management, the exigence of organizationd safeguards, whether control of the Stuation
was sen as extend to the organization, the financid saus of the company, and
perceptions of the labour market. Thus the different forms of socio-economic security
are related to one another.

The rise in perceptions of job insecurity is wel documented and often put in the
perspective of changing work rdaions. Burchdl (1999) demondrates a sea-change in
levels of experienced insecurity after 1979 as do Gdlie et d. (1998). Burchdl’s (1999)
work uses the change in a job (characterized as from secure to insecure or vice versa or
no change) as the unit of andyss Socid cdlass sector of the economy, a bresk in
employment and reasons for leaving predict a move to insecure employment. There are
adso gender differences in these factors. Where people move job for increased pay they
ae mog likdy to be moving to a secure job (65.1 per cent of changes). Where the
reasons are family circumstances the move is less often to secure employment, and
where an employer termination precipitated the move, 58.2 per cent of the changes are
to secure jobs (Burchel, 1999). It should be noted thet fully 381 per cent of dl changes
in employment were to less secure jobs. Trade union members ae more likdy to move
to insecure jobs, whereas other dudies have conddered trade union membership as
protective agang insecurity (Hartley e d., 1991). Bender and Soane (1999) usng
SCELI daa find that there is only a dgnificant rdationship for mae, manud workers,
and, while it is a complex rdaionship (quedratic in form) membership of a union
decressed reported job insecurity.?  Job insecurity may encourage workers to join

% The Socid Change and Economic Life Initigtive (SCELI) looked a unemployment and related work and
non-work  attitudes in samples at six different locations, through detailed <tructured interviews during
1986.
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unions. They find a dgnificant reationship between length of tenure and job insecurity:
the longer workers have been employed, the more secure they believe themsdves to be.
Gdlie @ d. (1998) find a rdationship between job security and trade union membership
on both objective (eese of dismissd) and subjective (stifaction with job security)
measures for mae workers They, too, find that the longer people have been in
employment the less likdy they are to think they can be dismissed. Such perceptions of
eee of digmissd ae not linked to those variables, such as the introduction of new
technology, which can be taken as indicative of experience of actud work restructuring.

Fifteen per cent of Gdlie e d.'s sample were dissatisfied with job security and this
measure was not a smple reflection of the objective ease of dismisd: the factors which
predicted perceptions of ease of dismissd were not the same as for disstisfaction with
job security. This data dso shows that while there has been an increased absolute risk of
unemployment for professond and manegerial workers, the rative risk remained the
same. Worry about insecurity was, however, soread across classes, again underlining
the importance of subjective perceptions, snce the ease of dismissd varies with class,
with the less skilled jobs having leest employment protection. Temporary contracts were
the single most important predictor of insecurity and this mediates part of the effect of
previous unemployment. Woarking long hours was dso associated with  increesed
ingecurity. It should be noted thet Galie et d. (1998) tak about “worry” and “anxiety”
but only the question about dissatisfaction was asked.

The Rowntree sudy by Burchdl et d. (1999) looked a 20 establishments,
gathering data from senior managers shop floor and supervisors. 17 of these irms hed
indituted redundancies in the previous few years, 10 of which had made employees
redundant across dl grades. These redundancies had often been in severd waves, and
whether redundancies had been voluntary or compulsory (even where a policy of
voluntary redundancies was supposed to be in operdion) varied between organizations.
In most organizaions there were dear citeria for induson in voluntary redundancy,
but in controlling the sdlection process and looking for “the right kind of people’ (ibid,
p.11) posshbiliies ae opened up for criteria (such as removing union activigts) which
may not be accepted by the workforce. As noted above (p.16), we have virtudly no data
on whether the different types of digribution (eg. equd or unequd, those leest likdy to
be adle to find another job - likey to be interpreted as need) of layoffs are regarded as
fair, what criteria should form the bass of a proportiond didribution, for example kill,
age or seniority (ibid, p.13). In plants experiencing multiple layoffs where remaining
employees may condder themsdves to be potentid candidaes for the next round, the
criteriaused previoudy may not be perceived asfair.

Geographica and tempord  flexibility, in the form of compulsory relocation, and
changes to hours worked, incduding “zero hours’ contrects, effectivdy mean that
geographica location and persond circumdances (eg. family commitments) become
the basis for redundancies and/or job security. These criteria are conddered to be unfar
as the bass for a didribution of job opportunities (Stock, 1999). They may aso be
interpreted as a form of persond trestment (consdered as a good to be didtributed in
both the work and socid domans) for which rules of proportiond-to-seniority and
equdity are endorsed in the work domain, with a strong support of equdity in the sodd
domain (ibid,, ch. 4).

Job security has dso become contingent upon certain criteria, “employability” in
the current rhetoric or “jobs for high peformers’ (McGovern & d., 1998, Hendry and
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Jenking 1997). Thus people do perceive there to be a didribution of job security: it is
cetainly not perceved as equd, and to the extent that people can identify characterigtics
which can secure continuity of employment, they ae obsarving a proportiond
digribution based upon such criteria as peformance, age, job cdass or contacts
However, dthough dealed dudies such as Burchdl (1999) and Gdlie & d. (1998)
reved a didinguishable didribution of job security and insecurity, there are no dudies
aking directly how people think job security is digributed, and none about their
responses to such perceived digributions.

The Rowntree study asked both for the likdihood of job loss over the next 12
months and “how secure do you feel® with your present employer”. It is the cross
tabulation of this latter variable with possble moderating varigbles and with O measures
of work intendfication which form the bulk of the results published 0 far. These
interactions will be conddered under the agppropriate headings. This study dso used the
threat x severity modd in its variables and thus presents the possbility of andlyzing the
relationships between the theoretical condructs. Severity of threst was associated with
increased “worry” about job insecurity (a separate varidble).

Some dudies ask how insecure people fed in addition to the question on perceved
likdihood (Burchdl et d. 1999, Dooley & d., 1987) and different messures of
insecurity do not reved quite the same picture. 7.8 per cent of the Rowntree sample sad
they were likdy or veay likdy to lose ther job during the next year (the rather
conservative messure of job security used be eg. Felstead et d.) but 30.2 per cent sad
there was a chance they would lose their job in the next year. 19.1 per cent sad they fet
insecure or very insecure with their employers (more than the SCELI data but less than
the Skills survey) and 16.7 per cent sad they worried about losng their job very or
fairly often.

Reinforcement, positive feedback and labour market trajectories

Structurd  factors can reinforce each other. Gdlie e d, (1998) found previous
unemployment, occupationd dass (and <kill levd for manud workers), predictive of
both unemployment and sidaction with job security. So people who have been
unemployed are more likdy to find themsdves in insecure jobs, which cary the threst
of further unemployment.

Burchdl (1993) argues that movement within the labour market has to be seen as a
process rather than an individud phenomenon. Wheare employas make people
redundant they are more likdy, in the cae of men, to move from larger to smdler
places of work. These, in turn, are associated with poorer pay, and lower levels of trade
union membership, and with greater insecurity. Unemployment is then associated with a
move to a poorer paying job (Gdlie et d., 1998, p.150) and predicts a move to an
insecure one (Burchdl, 1999). Insecure employment dso predicts unemployment and
dthough those made unemployed do not necessxily experience greater insecurity
(Wedergaard & d., 1989) they are more likdy to become unemployed again: 25 per
cent of those reemployed ater being made redundant from a ded plant were made
redundant a second time Logidic regresson of factors in recent work hisory on

% Author's emphasis
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becoming unemployed (Gdlie e d., 1998, p.134) shows that by far the most important
antecedent is previous unemployment.

Burchdl and Rubery (1990), dso usng work higory data point out that employers
sructure the labour market not only by the objective requirements for a job, but by
assumptions, endrined in the teems and conditions of different pods about what will
motivate potentid workers. If employers set pay raies assuming women will be more
concerned about hours and location (Brown, Curran and Cousins, 1983) demondraed
the importance of a “convenience’ orientation to work in the reasons for liking and
didiking a job or for seeking one) then workers who are less concerned about pay will
be more likdy to teke them, opening up the posshility of postive feedback in labour
market processes.

Burchdl and Rubery (1990) andysed congdlations of job attributes (including
carer path, job security, job dass, experience of unemployment and expectations about
future work paterns). They reveded a cdumping into distinct groups of workers (which
correspond to the Weberian definition of class as market postion) characterized by ther
trgectory in the ldbour market, in spite of no dgnificat differences in  their
commitment to work (Gdlie, 1994 demondrates the unemployed can actudly
demondrate grester work commitment than the employed). They dso identified the
importance of different reasons to work. Thus people can be didinguished by ther
labour market trgectory, and by the often reinforcing effects of these, essentidly
externd, labour market processes Burchdl (1994) shows that this clugtering is linked to
hedth outcomes and is not merdly a heuristic device. Such findings may be the reason
that aggregate meesures of job insecurity, and more generd messures of job dtability,
such as the number of jobs in a given time peiod, may not only fal to identfy
dgnificat changes in the qudity of working life for some groups of employees but
canot do judice to the complexity of the gtuaion (see Burchdl, 1999 for further
discussion).

In this way, labour market segment inequdities in the didribution of job insecurity
can reinforce each other. In smilar ways, the effects of the different forms d insecurity
in the work doman can combine to have severe effects upon the margindized: lack of
both employment protection and anti-discrimination lavs push people to the margins of
economic  activity, where their jobs ae less secure, less safe, and ther lack of
representation makes it difficult to change this, or to make sure they acquire the skills
they need (Standing, 1993).

Education and traning is a further source of inequdity as those better educated
obtain better paid jobs in sectors where the risk of unemployment is lower through both
extend economic reasons, and employment protection. Gdlie et d. spesk of the
“revolving door” and Burchdl (1994) shows that the least advantaged labour market
segment has characteridtic responses very little  different from the unemployed. There
are class differences in the trgectories of those who become unemployed (Westergaard
et d., 1989). Quditaive work, following fird big shekeout of British manufacturing
indusry over 3 yeas, didinguishes the experience of job insecurity from being
unemployed by its collective rather then individud focus. While people are in work they
share with others the experience of insecurity, but once unemployed the phenomenon
becomes individudized, and where it is rady discussed publidy it becomes dmogt
invighle
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It is the rdaive unimportance of persond factors versus labour market conditions
(randerability of kills) or externd economic conditions (sze of organization, whether
it was in financid difficulties, public or private sector - employees in the former are less
likdy to fed dissatisfied with job security - manufacturing or other sectors) which is
driking in the SCELI daa (Gdlie & d. 1998, p.145). Clealy, people ae ale to
observe ther environment, both intra and extraorganizationd, and draw condusions
about their own prospects.

Changing leves of job insecurity

Fesead, Burchel and Green (1998) compared beiefs about job security between
1986 and 1997. They condruct an index of employment insecurity (EI) based upon the
product of the likdihood of losng on€s job (the job security index (X), 0-5) and the
difficulty of obtaining an equivdent job. This is thus a measure of occupationd security
as defined above. There was little chenge in job insecurity, messured as probebility of
loang one's job, between 1986 and 1997 and a smdl decresse in the difficulty of
reemployment. This underines the discrepancy commented upon before, thet objective
measures of insecurity may not changed as much as subjective perceptions. However,
there were dgnificant differences between different groups of employees low pad
employess showed decreases in employment security, wheress higher paid employees
were more likdy than before to fed insecure. Those in the condruction indudry, those
in temporary jobs, and those in the financid sector saw increases in the perception of
job insecurity, while those in manufacturing showed a decresse: possbly after the large
scale redundancies of the 1980s, anything was an improvementt.

The increase in the job insecurity and employment security indices was largest in
the finendd sector, from a job insecurity index of 0.19 in 1986 to 0.84 in 1997, and an
employment index of 0.72 in 1986 to 265 in 1997 (sample J 0.67 to 0.71, El 213 to
210). Gdlie & d. (1998, p.143) suggest tha it is the increese in the numbers of
professond and manegerid jobs which has increased the absolute numbers of people
from these backgrounds experiencing insecurity, leading to the more generd perception
that these jobs are now just as insecure as manud pods. However the redive risk of
professond workers becoming insecure reaive to manua workers has not changed,
and the largest proportion of insecure workers are sill manua workers.

Underlining the importance of persond knowledge and experience, these authors
find that job insecurity is much more sendtive to changes in unemployment in
someone's locdity. When they investigated unemployment in a travetto-work areg, the
proportion of people feding insscure tracked locad unemployment. Thus wha hes
changed is the likdihood of encountering people of such background who are insecure
or have been made unemployed, even though the risk of manud workers becoming
unemployed is 253 times grester than that of someone from professond and
managerid cdasses. It is the “assumptive world” (Fagin and Little, 1984, Hayes and
Nutman, 1981) the sodd psychologicdly condructed symbolic world and  the
representations it engenders which are mediating experience of job security.

The Rowntree dudy dso reports the results of the 1997 Skills Survey where 23 per
cent of respondents thought they were likdy to lose their job within the next 12 months.
26 per cent of the respondents in the Rowntree study conddered themsdves likdy to
lose their job and this figure rose to 32 per cent when the hedthcare employees, who
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were much more secure than the others, were discounted. This is a congderable increase
on the 15 per cent reported in the SCEL| data

However, both the index of job security and the index of employment security used
by Fesead & d. are likdy to underreport job insecurity as only those who report some
actud likdihood of losing their jobs wheress there may be a broader sense of insecurity
not so tightly linked to the specifics of the job Stuation (see dso p.17). Bachin (1996)
found that of a sample of people contacting and advice line on job insecurity, S1per cent
knew of job losses ather in their firm or in generd, but most were in work. Although
this is an unrepresentative sample, it adds weight to the argument that the widespread
knowledge of job loss is having an effect. The same sudy found that 22 per cent of
respondents did not know how much notice of redundancy was required, which casts
doubt upon the findings about perceived safeguards & work predicting increased job
security. The Hartley et d. sudies were performed in large and unionized workplaces.

There is vey little information about such more generd beiefs regarding job
security and its incidence, which may be present in the generd culturd milieu. Even
though most dudies use an goprasd of the likdihood of losng on€s job as the
likdihood component of a threat x severity modd of job security, people may dill fed
insecure, even if they do not immediatdy envisage losing ther job. This may be due to
a threat to some vaued job feature (see bdow, 2.1.4) but it could dso be a result of
what someone hears in the media, experiences among ther persond acquaintances or
obsarves in dmilar work gtudions to their own. Similarly, there is no work on the
effect of these more generd bdiefs, and the judificatory structures we would expect to
go with them, upon the attitudes and responses of pegple facing specific job insecurity.

Work insecurity

The Rowntree study by Burchel et. d. (1999) has been one of the few to
investigate the phenomenon of work insecurity: threat to vadued aspects of the work
Studtion such as control over workload, hours and overtime worked, pressure of work,
relaionships with supervisors and colleagues, and the overdl fed of rdationships in a
workplace.

The findings document the increese in the speed of work and the effort required
over the lagt five years. 64 per cent of employees (N = 340) reported an increase in
work speed and 61 per cent an increase in work effort. Where respondents believed they
were pad less than they desarved (56 per cent) the bads for this judgement was less
comparative (24 per cent) than effort (14 per cent) and regponghbility (18 per cent). This
reflects the criteria deemed gppropriate for the didribution of income (Stock, 1999). 80
per cent reported an increese in the <kills required, 75 per cent an increese in
responsibility and 78 per cent an increase in the variety of ther tasks. None of these last
three factors necessarily reflect a worsening of the job Stuation, but 27 per cent reported
a decrease in promotion prospects and 54 per cent no change. However, it is in the
“sheer quantity of work” that the increesingly negative qudity of working life showed
itsdf. Two-thirds of the sample sad they regularly worked longer hours then their basc
week, and 30 per cent of the full-time made employees worked more than 48 hours a
week. (The author has adso heard anecdotal reports of pressure being brought to bear on
new recruits to 9gn a waver of the 48 hours working directive). Quditative and
quantitative results describe the problem known to many working people, of too few
people doing the work previoudy done by many more 50 per cent of the Rowntree
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respondents conddered that daffing leves were inadequate. Importantly, the pressure a
work variables were associated with poorer health outcomes (see below).

In dl, these results document a deterioration in the working lives of many people.
Long hours pressure of work and job insecurity dl have ther effect, as will be
discussed in the next section. But the design of this sudy, and the abundance of its data
should permit the examingion of whether job facet security adds up to globd job
security, whether there are, indeed, threshold effects, and the extent to which different
agpects of the work gtuation, which will differ in sdience, contribute to the experience
of job insecurity.

Work security dso comes into a gructurd equation moddling study of procedurd
farness and job stidaction. Davy et d.’s (1991) multiple indicators of job security
indude items for promotion opportunities, career path, “certainty” about on€s future
with the company and the probability of layoff. Although there was no direct effect on
outcome varigbles dl these factors contributed to job (in)security.

Summary

The experience of job insecurity, whether measured by perceived likelihood of job
loss or disstisfaction with job security or felt insecurity, varies across classes, gender,
esablishment sze, and trade union membership. These ae not Smply independent
factors affecting dl employees. Ingead the labour market can be shown to cluger
around working life trgectories and sdf renforcing processes that tend to increese the
polarization of job security and insecurity between different sectors of the economy and
the working population.

At any one time the number of people who bdieve they may lose ther job within
the next 12 months is a minority (20-30 per cent) but it has been growing. Job
insecurity independent of perceived probability of job loss seems now to be a Sgnificant
phenomenon. Class differences in job insecurity have remaned gsable, but perceptions
of insecurity have been shown to be sendtive to peoples own experience (especidly the
expaience of unemployment) and to the economic and organizationd conditions they
obsarve around them. In addition generdized bdiefs aout the increase in white collar
insscurity, however widespreed in the politicdl and culturd dimae, do not dealy
mirror the actud differences in the incidence of job insecurity, but they do reflect the
fact that job security has increased for many previoudy secure employess. One might
hypothesize that it is this change which has the largest psychologica effect: the most
disorienting experience maybe that things once conddered part of the naturd order have
changed; arangements which were so naurad they were “pat of the wdlpagper™” in
society. However unplessant the experience of insecurity may have been for blue collar
workers, the fact of such insecurity was nothing new. For service and financia sector
jobs, this has come as a shock, not just for those unfortunate enough to be affected by it,
but for everyone, dnce it indicates a seigmic shift in the socidly congtructed ground of
beliefs beneath our psychologica fedt.

2.2 The effects of job (in)security

Although it is job insscurity which is the focd issue, the opposite in mind: if this is
whet is happening when people fed insecure, what role is security playing, whether as
the absence of insecurity or in its more podtive manifestation of continued membership
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of an organization? Greenhadgh (1983) sees pat of the reaction to job insecurity as
involuntary, a reaction to the uncertainty and possbly fear, in the face of change But
there is dso a knock-on effect as those reactions to uncertainty give rise to the very
dtitudes which will continue the process of organizationd decline. If reections ae
involuntary, one might say “indinctive’, then not only may there be an important
afective component, but this affective component may colour cognitive gpprasas of
the dtuation, and even drive the perceptua processes. This may dso result in non-lineer
step-changes in response.

Attitudes at work

Brown et d. (1983) present a detailed review of early data and the results of their
own dudy in Newcadle looking a the differences in work orientation (Goldthorpe,
1966) over time and in different settings. Different workplaces are characterized by a
clugering of attitudes around what are identified as generd orientations to work. Job
security is seen as an externd factor in comparison with, say, intringc kill and naure
of work factors and is associged with an economis’s orientation. There ae dso
differences in these orientations within different sections of a sngle workforce. Job
satisfaction varies with orientation (ibid., p.23) and job security is given as an important
reesons for being stisfied or disstisfied. They report that job security has changed in
(ranked) importance over time (see dso section 2.1.3). Job security was found to be an
important reason for joining a firm, but a less important reason for liking a present job.
These authors dress thet the subjective meaning of work is important which suggests
that as the externd culturd milieu has changed, so might interpretations of job security.
Job security is usudly the ®cond reason after pay, for stisfaction with a job. Agan this
can vary between blue collar and white collar workers and may well have changed with
more widespread perceptions of labour market insecurity.

Job insecurity is associated with decreases in organizationd commitment, job
involvement, organizaiona morde, neglect, and loydty. It is assodaed with increased
complaints, turnover and turnover intention. In some cases the effect on dtitudes is
through influence on job saidfaction (eg. Davy et al., 1991). Job security is aso
asociated with the degree of control someone has over their work, less control usudly
means more insecurity (Burchdl e d., 1999) and increases resstance to change
(Rosnblatt and Ruvio, 1996). Table 1 summarizes the research work raed to these
factors.

Hdlier and Lyon (1996) reported that some managers had a qudified identification
with their employer after being made redundant, but a greater identification with the
interests of other employees. Allen et d. (1995) showed that not only did organizationd
commitment, work involvement and satifaction with job security decresse &fter layoffs,
the changes remained 16 months after downszing. Thus organizationd changes which
trigger a move from job security to insecurity gppear to have lagting effects. A case
dudy of 20 managers (Newdl and Dopson, 1996) experiencing mgor organizaiond
upheava showed that fear of losng on€s job was an important component of response
and that those who responded with a conscious decison to decrease the priority of work
in ther lives moved to a more ingrumentd relationship.

Job security was found to promote a favourable view of totd qudity management
(Edwards, Collinson and Rees, 1998) and this case dudy dso drew dtention to the
context specific variation in responses.  Job security can affect how employees react to
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changes in work practice. Trugt is dso important in such responses, and job security can
be condrued as a quedtion of trust: an expectation, often a normdive one, that one's
present pogtion will continue and in circumstances where people are sure that they are
protected and hence secure, powerlessness is unimportant (Rosenblatt and Ruvio, 1996
and e bdow section 5.1 for the introduction of trugt into the “threst X powerlessness’
modd). Insecurity can lead to decreased trust in management, especidly if employer
responses to the new gtuation come to be experienced as empty rhetoric, but this can
vary widdy between cases (McGovern et d., 1998, Marchington et d., 1994).

Table 1. The effects of job insecurity on attitudes at work

Attitudes Effect of job insecurity on References
attitudes

Organizational commitment Decreases Hartley et al., 1991;
Hallier and Lyon, 1996
Stassen Armstrong, 1994
Newell and Dopson, 1996
Kozlowski et al., 1993
McGovern et al., 1998
Greenhalgh, 1983
Davy et al., 1991
Rosenblatt and Ruvio, 1996
Allen et al., 1995

Job involvement Decreases Brockner, Grover and Blonder, 1988
Pazy, 1988
Allen et al., 1995

Loyalty Decreases Turnley and Feldman, 1999

Morale Decreases Armstrong-Stassen, 1993
Cameron, 1994
Kozlowski et al., 1993
Jacobson, 1987

Job satisfaction Decreases Axelrod and Gavin, 1980
Heaney et al., 1994
McGovern et al.,
Davy et al., 1991

Hartley et al.,, 1991
Pazy, 1988
Axelrod and Gavin, 1980

Tumover Increases Rosenblatt and Ruvio, 1996
Feldman, 1989
Turnley and Feldman, 1999
Davy et al., 1991
Neglect Increases Turnley and Feldman, 1999
Feldman, 1989
Withdrawel Increases Hartley et al.,, 1991
Jacobson, 1987
Resistance to change Increases Rosenblatt and Ruvio, 1996
Greenhalgh, Lawrence and Sutton, 1988

Burchdl et d. (1999) found that incressed job security is associated with incressed
perceptions of cooperative rddions in the workplace, dthough Rosenblatt and Ruvio
(1996) found no effect. The former found a drong effect for job insecurity on sdf-
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reported demotivation. Although conventiond wisdom has it that too much job security
leads to complacency, this review has uncovered no evidence to this effect and Burchell
et d. report the comments of managers who dearly perceved a reationship between
insecurity and poor morae (p.55).

Non-work attitudes

People do not exig soldy as employees. The overwhdming importance of pad
employment in our culture and in our waking hours meen that conditions a work to
afect our functioning in other domans of life Ddbet (1993, cdted in Lemner 1996)
demondrated thet working women threatened with job loss report less stisfaction with
life. The managers interviewed by Hadlier and Lyon (1988) found those who had had a
sdl of redundancy before finding another job, their organizationd commitment
decreased, especidly if they had had the opportunity to pick up the rens of eg. ther
home life.

Lampard (1994) finds that those holding insecure jobs & the time of their marriage
ae more likdy to suffer the breskdown of that mariage, and this effect holds even
when controlling for subsequent unemployment. The Rowntree study reports a modest
asociaion between tendon a home, which asked a direct question about the effect of
problems a work) and job insecurity. There were no differences between men and
women or full time and pat time employess (ibid., p.48). Long hours underdaffing and
pressure of work are important, but it is the perception that someone is regularly
working long hours raher than totd hours worked, i.e. perception of overwork rather
than duratiion, which is asxocated with family tenson, and over hdf the sample
(N=340) thought their family life was damaged by work problems.

A sudy by the West Midands Low pay Unit (Bdchin, 1996) found that 36 per
cent of ther sample of insecure workers were having trouble paying for household
essentids, 62 par cent had put off mgor expenditure and changed their day to day
purchasing. 35 per cet of this sample were not confident about their family's financid
future.

Affective responses

Ddbert (1993) reports that those thregtened with job loss are more likely to report
negaive moods. Hartley et d. (1991) report an incresse in depressve affect among
those high in job insecurity. The Dutch study showed a range of affective responses
incuding anger, guilt and fear, al of which showed a dgnificant difference between
those high and low in job security. The largest differences were in nervousness, sadness
and fear. There is an associdion between such affective responses and willingness to
participate in collective action (p.98).

Hdlier and Lyon (1996) quditaiive sudy identified fedings of rgection as a pat
of the experience of job insecurity. There was a re-evaudion of ther rdationship with
the organization amed a rexlving the discrepancy between ther  previous
organizationa commitment and their job loss Sdf worth, vadue betrayd and sdf -blame
were involved. It was the evaduative review of past career and future prospects which
was importatt in the sense-making process, with consequences for sdf-esteem. Career

and occupationd security are asimportant as security in aparticular pogtion.
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The respondents in  Jecobson's sudy of Igadi  cvil  servants  reports
demordization, suspicion, anger (more often extendly directed but dso persond and
collective sdf-blame) hope, hdplessness and a desre to cope. The firg two categories
being the most frequently reported. Job security is related to postive and negaive
fedings about work (Burchell et d., 1999).

Perceptions of farness affect emotiond responses to layoffs and Armstrong-
Stassen (1993) found that layoffs creasted a profound sense of shock.  In experimentd
groups, the announcement of the departure of members leads to negative affect, and a
cohesve group responds sSmilaly whether dl leave or dl day (Adrachan, 1995).
Moreover, the negative affect remains after the loss of a minority member. Anxiety after
layoffs is rdaed to likdihood of layoff and economic dependence, as wdl as hoth
procedurd and didributive fairness (Brockner et d., 1992).

Behavioural responses

Hatley e d. (1991) discuss three types of response avoidance (denid, withdrawa
from the work gtuation), individud action (seeking dterndive employment) and
collective action (drikes and sSmilar indudriad action). There were differences between
repondents high and low in perceived job insecurity for dl of these messures in the
Dutch and Isadi dudies. Job insecurity did not affect union membership but did
influence willingness to take part in collective action (wherees Bender and Soane did
find an asocidion. The three forms of coping behaviour are unrdated, and thus may be
conddered as three separate options. However, they are rdated to the attributions people
meke and to ther affective responses. Mativation to work (dependence/severity of
outcome) increesed the probability of teking individud action. Persond outlook and
resources dso affects active rather than avoidance responses (Armsirong-Stassen, 1994)
dthough Davy et d. (1991) found that the effects of job security on turnover intentions
were through job satisfaction.

Quditaive work from the Igadi dudy (Jacobson, 1987) identified the mogt
frequent response as being inaction. Just as unemployment can be experienced as an
individud phenomenon, in spite of being widesoread (Wesergaard et d., 1989) S0 too,
it appears, is job insecurity, where withdravad and even denid, ae widespread
responses. Trying to put events a a didance dso been used to explain responses to
layoffs, and fairness perceptions (Brockner and Greenberg, 1990).

Hdlier and Lyon's quditative study (1996) of 42 manegers facing redundancy
showed a vaiey of different coping responses dependent upon precisdly wha form
redundancy took. Demotion to a technica job could, for some managers, result in a
podtive outcome where they formed good rdationships with ther new workgroup,
reldionships often different in qudity (eg. paendigic but wefare oriented) from
those characterizing their previous manegerid position.

ArmgrongStassen  (1993) found that employees who had not previoudy been
exposed to redundancy, and for whom the shock is inferred to be greater, were less
likdy to exhibit action coping (making active efforts such as working harder or longer
hours) dthough ther peceved job security was dill grester than ther more
experienced colleagues. Whereas threat of job loss leads to both active (eg. job search)
and passve (avoidance) responses (Armgrong-Stessen,  1994), perceptions  of
powerlessness reduces the likdihood of taking any action. Both the threat of job loss
and powerlessness predict turnover intertions and Hf-reported effort.  Unsurprisingly,
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snce they are pat and parcd of such a response, active or passve coping attitudes aso
predict dso predicts these variables There are dso dgnificant interactions between the
components of job insecurity and coping strategy. For those where control coping was
high, the higher the threet, the less likdy they were to plan to leave. Job performance is
relaed to the levd of threat only for those demondraing a higher levd of control
coping dtitudes, where high threst led to higher performance. The opposte effect was
seen for escape coping (withdrawd and denid  attitudes) where high threet lead to a
decrease in peaformance. The atitudes taken toward the Stuation will dictate different
courses of action, yet agan it is condruction and interpretation of the gStuation which
mediate responses.

If, when layoffs are announced, the percaved severity of the threat is high,
employess are less likdy to adopt active coping drategies, whereas perceptions of one's
employability in the labour maket leads to more precticd coping dtitudes and job
search (Lerner and Somers, 1992). The same sudy found there was little change in the
responses to job insecurity as redundancy loomed once layoffs had been announced.
Anticipation seems to be the important psychologica precursor, and snce certanty in
this Stuation was absolute, as dl jobs were going, this lends support to the idea that it is
not mere mechanica problems with an uncertain future that are a the heart of responses
to insecurity.

Job insscurity in Studions involving layoffs can result in dther decreased or
increased performance (Armsrong-Stassen, 1994).  Brockner e d., (1992) found an
inverted U-rdaionship. When subjects perceved insecurity wes high  (perceived
probability of job loss was high and there was no financid support avalable to mitigate
its consequences) or low (probability of loss was low and financid asssance was
avalable) then performance, as measured by df reported work effort decreased. When
the threat posed by job loss was moderae (either the probability was low but no
assdance was avaladble, or the probability was high but assstance was available) then
performance incressed. It is important to note that this is a nonlinear relaionship.
However, this rdationship only agpplied to those for whom the economic need to work
(i.e seveity of threst) was high. For those whose economic need to work was low,
there was no rdationship between insecurity and work effort. The results bear out the
two factor modd.

This is a much cited pgper but severd points must be noted: fird, sdf-reported
retrogpective measures must be treated with caution; secondly, fairness had no effect on
reponse and the avalability of asssance from the employer was labdled “control”.
One may doubt the rdlevance of a measure which took account only of the actions of
some other to perceptions of control. However, as will be discussed beow, it is the
perception that those who have power are concerned for the wefare of employees
which isimportant for trugt, and fairness.

Rosenblatt and Rwvio (1996), on the other hand, in addition to finding tha the
powerlessness dimenson was not a Sgnificant predictor, found no reaionship between
job insecurity and performance. They dso rase the problems of common method

variance with self-report measures, as well as the need for more objective ones.

Greenhdgh, Lawrence and Sutton (1988) point out that the responses mediated by
job insecurity, can form a postive feedback loop in the process of organizationd
decline through increased turnover and resistance to change (Staw et d., 1981).
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Health and well being

Burchdl (1994) and Heaney e d. (1994) both review dudies of the effect job
security was on psychologica hedth and other hedth indicators The latter regard the
“uncertainty and ambiguity” as a potentia stressor. Job security has effects on a number
of mentd hedth indicaiors and cardiovascular symptoms. Burchdl e d., (1999) report
findings from the British Household Pand Survey which show that where job insecurity
continues, the detrimenta effect on mentd hedth outcomes increases. SAf evduaion,
generd optimism, sdf eteem and locus of control dl affect wel-being in an insscure
environment (Lerner and Somers, 1992). Percelved severity of the threat predicts well
being (see Table 2).

Recent work as pat of a lage epidemiologicd <sudy of civil servants (the
Whitehdl Il study)* which has been fundamentd to our knowledge of hedth
inequdities (Mamot et d., 1991), has been ale to demondrate the effect of job
insecurity in a lage sample Ferie et d. (1995) found ggnificant differences in sdf-
reported hedlth, on three different messures (sdf-reported general hedth, mean number
of symptoms in immediate time period, and number of hedth problems in previous
year) between men in depatments facing privatization and those remaning within the
cvil sarvice Results for women were less consgtent, only demonsrating a significant
difference for the number of reported symptoms. Mogt important, this data, in addition
to control ling for previous hedth satus shows that it is the anticipation of change that
brings on the effects since the effects disgppeared once the trandtion was complete.
This argues for the importance of uncertainty in contrast to the view of Lener and
Somers (1992). Keefe (1984) in reviewing the dresses of unemployment notes that
there is an anticipatory effect which can include physiologica changes.

Sanddd e d. (1997), dso usng Whitehdl 1l daa find thet the anticipation of a
change (privatization), egpecidly within a context of job insecurity (dthough there is
not direct messure) is associated with poorer mentd hedth, dthough again this effect
dissppears dter the trangtion is complete. This lends credence to the hypothess tha
uncertainty is a maor component of job insecurity. A later paper (Stlandfeld et d., 1999)
shows that changes in the nature of the work gtuation, incuding job demands, decison
authority have condderable effects for perceved effort-reward imbdance. For now it is
enough to note that changes to the nature of a job, a question of work security can have
important adverse effects. The Whitehdl |l data is dso important for demondrating
these effects over long periods of time (up to 8 years).

The Whitehdl sudy is dso notable for demondrating a dass gradient in hedth
outcomes (Marmot et d., 1986); the supervisors of blue and white collar workers, who
might be inferred to have different status within the management sructure, demondrate
differing anxiety responses to job insecurity (Axerod and Gavin, 1980).

Other large scdle dudies of job insecurity have shown thet percelved job security is
one of the bext predictor of psychologicd symptoms only negdive life events outdde
work had a larger effect. Dooley et d. (1987) asked both for percaived likdihood of job
loss and for fdt insecurity, and ether response categorised the respondent as insecure,

* The Whitehal Il study is the second phase of a large scale epidemiological study investigating dass
gradientsin health outcomes, in a population of 10,308 British civil servants.
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(N=8000). Changes in the actud economic climate aso predict mentd hedth outcomes
and the changes over time indicated that being in a sector of the economy which had

experienced job losses d o led to physiologicd symptoms.

Heaney et d. (1994) demondrate an effect for chronic job insecurity (people who
reported being insecure a time 1 and time 2 in a pand sample) over and above the
effects of insecurity a time 2. Usng the “threst X powerlessness’ mode, they examined
the influence of job insecurity on sdf-reported physcad symptoms of dressrelated
minor alments. These are predicted by both previous and chronic insecurity. In-depth
interviews reveded that chronic job security had been a mgor stressor over the last ten
years and they suggest their results may, if anything, under-report effects, due to the
exigence of high levds of chronic insecurity in the years leading up to the study.
Condderation of inequdity a work demondrates the importance of long term dress in
the workplace both from the lack of status (or downward mobility), career opportunities
and incressed workload (Segrigt et d., 1996). Particular groups in society with distinct
risk congelations may be mos affected and the neurohormond pathways that mediate
the effects of thregtening Stuations are aso linked to threats to socid identity (Segrist
e d., 1996).

Burchdl (1994) working from SCELI data looks a the effects on mentd hedth of
being in the different parts of the labour market. The leest advantaged of the five labour
maket groups identified, not only had GHQ® scores sgnificantly higher (indicating
worse menta hedth) than that of the most advantaged group. The difference between
the best and worst scores was grester than the difference between the unemployed group
and the sample mean. In addition there was no dgnificant difference between the most
insecure group and the unemployed. Pand data dso show that it is a change in
employment datus that leeds to a change in mentad hedth datus. Where people retur nto
employment their menta hedth improves, but for men, the improvement is greaier for
those returning to secure employment than for those whose job is insecure, the latter
change having no dgnificant effect. In addition, the experience of unemployment does
leed to increesed job insecurity for men. The benefica effects of reemployment on
men were moderated by job security.

The experience of women is different. The pand data showed that where they
remained unemployed ther mentd hedth worsened dightly, whereas those returning to
ether secure or insecure employment experienced an improvement.  These results are
important, not merdy for showing that insecurity, especidly an insecure labour market
trgectory with dl the attendant expectations and experience that accrue, is associated
with worse mental hedith, but that it is a cause of deterioration.

Hatley et d. (1991), as mentioned above, demondrate the effects of job insecurity
upon both depressve affect and psychosomatic symptoms (op.cit, p.80) and the
powerlessness component of insecurity is paticularly important (Siegrigt et d., 1996). It
is known tha unemployment can increese the risk of suicide but a move from
employment to unemployment, which can be teken as an indicator of insscure
employment, can dso be a ggnificant risk factor (Lewis and Soggett, 1998). Job

® The Generd Hedth Questionnaire is a well vaidated insrument of some 30 items measuring severd
agpects of hedth. It is a standard component of many epidemiologica studies and is used by the SCELI
study, the Whitehall 1l study, and, in an abbreviated form of ten items, in the Rowntree study.
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insecurity and labour market security (es messured by the avalability of dternative
employment) dso have an effect on psychosomatic complaints over and aoove the
effects of ether sress a work, or the effects of a stressful externad environment (Frese,
1985).

Table 2. The response to job insecurity

Responses

Effect of job insecurity on
responses

References

Negative feelings,
emotions, mood, anxiety

Self esteem, evaluation
Denial, withdrawal,

inaction

Performance

Job search (see also table
1 for tumover intention)

Mental health

Increases

Increases for some

Can increase or decrease depending on
the strength of the threat, experience,
resources

Increases for those low on powerlessness

Deteriorates

Dalbert, 1993

Hartley et al., 1991
Hallier and Lyon, 1996
Jacobson, 1987
Burchell et al., 1999

Armstrong-Stassen, 1993
Astrachan, 1995

Brockner et al., 1992
Axelrod and Gavin, 1980
Lerner and Somers, 1992
Hartley et al., 1991
Jacobson, 1987
Armstrong-Stassen, 1994
Armstrong-Stassen, 1993
Brockner et al., 1992

Armstrong-Stassen, 1994
Lemer and Somers, 1992

Burchell et al., 1999

Heaney et al,, 1994
Burchell, 1994

Stansfeld et al., 1997, 1999
Dooley et al., 1987

Deteriorate for some groups (especially Marmot et al.,, 1986, 1991
me) Siegrist et al,, 1996
Hartley et al., 1991

Physical health outcomes

Summary

The experience of insecurity in the workplace has important, and dmost entirdy
negative, effects upon both the individua employees and the organizations in which
they work. These responses are mediated by the subjective experience of insecurity
successfully moddled by Greenhdgh and Rosenblait's (1984) “threst x powerlessness’
conception.

Both attitudind and behaviourd responses to job insecurity are detrimenta to the
successful  operation of organizations, in paticular the negaive effects on vaious
measures of performance and work effort give the direct lie to the efficacy of the “keep
‘em lean and treat ‘em mean” dictum. There is no evidence whatsoever that job security
leeds to complacency. There is evidence that it leads to decreased productivity,
decreased trust, commitment and increased resistance to change.
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If this is true of work-related insecurity, and there is dso evidence that it applies to
career/occupationd insecurity, as well as security in a specific job, then there are likdy
to be amilar effects when the focus of attention turns to the socid domain in response to
income and labour market security. If anything, such effects may be more pronounced,
gnce income and labour market security are so fundamentd to life in our society.

Perhaps even more sobering is the effect of job insecurity on hedth and well-being.
Although it probably comes as no surprise, job insecurity has dgnificant deleterious
effects on peoples physcd and mentd hedth. There is dso an effect for chronic
insecurity which must rase concerns over the prevdence of a generd bdief in job
insecurity that “nobody’s job is safe these days’. The finding (Burchdl, 1994) that for
the least advantaged workers in the labour market, menta hedth outcomes are no better
than the unemployed must give pause for thought over the emphass of work as a

remedy for poverty and unemployment. This finding suggeds that it is Smply not true
that any job is better than none.

2.3 Moderators of job insecurity

Both Hatley e d. (1991) and Hdlier and Lyon (1996) emphesze tha the context
of insecurity affects precisely what responses of coping drategies are avalable and will
be taken.

Attributions: Judgements of power and responsibility

Hatley & d (1991) showed that the way people explan things can mediae the
coping response to job insecurity.

Lena and Somes (1989) show that workers do not necessaily  accept
conventional  explanations and judtifications for layoffs and may blame the companies
or the government. Explanations are not necessxrily sdf-sarving: manegers involved in
layoffs blame themsdves in spite of the common wisdom tha they ae only
implementing company policy (Lemer, 1996). The use of differet atributions can
frame a gtudion quite differently such that judgements of farness, deriving dso from
atributions of responghility, can be affected (Montada, 1996).

The importance of the bdiefs people bring to the Studion is shown in the
moderaing effects of what is termed ‘just world beliefs (Benson and Ritter, 1990)
where those who bdieved that the world is bascdly a just place, and people do get their
just deserts had a higher degree of negative affect after layoffs than those who did not.
When jus world bdigfs are combined with avalable explanations they can increase
insecurity: if the company acted farly and thee redly ae extend forces beyond
control, then there is an increased probability thet the same thing can hgppen agan. The
work ethic can have a dmilar effect (Brockner, Grover and Blonder, 1990) where the
response to the severity of layoffs on job involvement was only sSgnificant for those
who bdieved in the work ethic.

The “threat x powerlessness’ model can account for the importance of explanations
(or accounts), and has the advantage that it can provide a comprehensible ordering of
many potentid moderating factors which might otherwise appear to form an ad hoc
aray of ample vaiables Although the specifics of a dtuation may be highly variable,
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and require in Stu measures to ascertain the precise content, the basic typology and its
relation to the ideologica process provides an initiad framework for research questions.

The change in frame when different explanations ae made, culled from the
dandard explandtions avalable in the surrounding culture, can affect judgements of
farmess (Montada, 1996). There is a need to gep back from conventiond explanations,
and see them as pat of a process of judification. The provison of account, wel known
to be crucid in fairness judgements, as discussed in section 3.2.3.

Social support

Many of the dudies dready discussed have found important effects for socid
support. Stansfeld et d. (1997, 1999) show that socid support has a protective effect
upon mentd hedth in a work sStuation characterized by high uncertainty, meesured by
both GHQ scores and by absence due to psychiatric symptoms. Both coworker support
and supervisor support can moderate the rdaionship between job security and turnover
intentions, and supervisor support dso moderates the effect of insecurity  upon
organizationd commitment and the effects of layoffs on sdf-reported  effort
(Armgrong-Stassen, 1994). Where support from coworkers versus that from friends
and family has been examined, it is support from coworkers that haes the buffering
effect, and support from supervisors tends to have more effect than that from colleagues
(Burchdl e d., 1999). The dgnificance of coworker support in adgpting to a posgtion
of insecurity hes dso been identified in quditaive work (Newdl and Dopson, 1996).
There can be dgnificant differences between goups of employees who may have more
or less security with respect to such job festures as performance feedback and
supervison (Rosenblatt and Ruvio, 1996).

Socid support is known to be important in unemployment and Kedfe (1984)
identifies the ‘feding of bdonging and of beng esteemed by a group of dgnificant
others’ Where people have a chance to build up a group identity this affects their
rejponsss to the loss of one or more group members (Adrachan, 1995). Thus socd
support & work is not medy a buffer agangt the effects of insecurity and work
intendfication (Burchel e d. 1999), but is one of the primary resources lost on being
made redundant. Losing one's job has effects over and above no longer doing a certain
piece of work. Unemployment and the prospect thereof take away a primary source of
sf esteem and identity. Both those made unemployed (Westergaard et d., 1989) and
those facing unemployment (Keefe, 1984) experience a loss or threst of loss of
persond vaue, and regard themselves as being “thrown on the scrap heap”.

The evidence of the buffering effect of socid support is not entirdy consstent
(Kgplan, Slis and Patterson, 1993), and the reationship between the qudity of socid
support and hedth, as opposed to sy the extent of a socid network, is less wdl
edablished. The evidence suggedts interaction with other factors. Certan forms of
“socid support”, such as supervisor gopraisd, can actudly increase the risk of ill hedth
and such a reverse buffering effect was seen for supervisor support upon the
relaionship between pressure due to volume of work and hedth outcomes (Burchdl et
d., 1999). Hedth outcomes are poorer where there is pressure from managers or
upervisors but, in tun, this effect is buffered by emotiond support from others
Adeguecy of daffing levels dso impinges upon mentd hedth scores, being buffered by
emotiond support (as opposed to smply giving people more information). However,
this last study found no buffering effects of socid support on meesures of job insecurity
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(p43). Dooley et d. (1987) dmilaly found no buffering effect for workrelated socid
support dthough both work and non-work socid support had an effect of improving
menta hedth outcomes Previous non-work socid support has a direct effect upon
hedth outcomes. Pogtive feedback on performance can reduce stress after restructuring
(Tombaugh and White, 1990).

The effects both main and interections, of socid support testify to the importance
of rdaionships in dtuaions of job or work insecurity. This may be seen as a buffering
effect agang dress, but the absence of interactions between job security and socid
support indicate that something more than stress may be the issue.  Keefe (1984) sees
socid support as a two way process but one whose precise content depends on the
rlationship in question. We look for, receve and vaue different types of support in
different dtudions. we ask for practicd hep from those immediady around us but we
rdy upon our wider cdrde of busness acquaintance for information about opportunities.
(This lagt is conddered to be an important component of socid capitd, see for example
Fukuyama, 2001).

Communication and trust: keeping people informed

Many commentators (eg. Geenhagh, 1983, Sutton e d., 1986) emphesze the
importance of communication when job security is threstened. Job security is related to
the darity of communication from management (Burchdl et d., 1999) and the provison
of explanaions of why job losses ae necessay (Brockner et d., 1994). Good
communication is seen as necessty to prevent distrust in management resulting from
insecurity. The giving of advance notice, and the manner of this are important, SO much
20 tha new legidation has been enacted in the US (Brockner et d., 1994, Laack, 1990).
The qudity of communication within an organization can be more important than, the
provison of information by supevisors (Burchdl et d. 1999). The source of layoff
announcements is important (Mansour-Cole and Scott, 1988) and this is moderated by
the nature of the relationship between supervisors and employees.

Trug is a mgor predictor of job insecurity (Hartley et d., 1991, p. 73, Burchdl &
d., 1999 and differs dightly between union membes and non-membes. Economic
commentators have drawvn attention to the decreased trust perceived to be consequent
upon increesed job insecurity (TUC, 1996, Buechtermann, 1993). The Rowntree sudy
found that 44 per cent of respondents had no or very little trust in management “to look
after your best interests’ dthough about 50 per cent of the workforce showed a least
some trugt in management, 51 per cent of union members and 64 per cent of non-union
workers. However, these are associations and there are no pand dudies to edtablish
causd direction.

Poor communication was one of the less frequently mentioned ressons (ibid., p. 37)
for digrug dthough the asodation between communication and insecurity was
sgnificant. Important thought subjective interpretation is, it is not necessarily the whole
dory.

The reasons for trusing or digrusing management differ. Reasons for distrust
centred around the sdf-intereted motivation of the company and previous experience
of poor trestment. The reasons given for trusting management were indicative of good
working environments and experience of support, as wel as beliefs in the congruity of
interests between employer and employees. The reasons cited for peopl€'s disrust do
not suggest that the adversarid rdations in the workplace have decreased: in the
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Rowntree study, only 26 per cent of workers agreed with a statement that the firm is a
team. Seeing the workplace in these terms does not necessarily lead to increased trust
(Westergaard et d., 1989). Redidic information in insecure gStudions is consdered
important because it prevents the appearance of being deceitful, which is considered
hamful to long term cooperation (Sutton e d., 1986, p.27). Decreased trugt is dso
associated with demoativation (Burchdl et d., 1999).

The importance of trust in dtudtions of uncertanty and insecurity needs little
explanation. The severity of a threat is dearly less if you bdieve that any action taken
will have regard for your welfare, powerlessness is not a praolem if you can trust those
who do have the power to influence the dtuation. It is worth noting thet trust in
authorities is one of the centrd variables in the socid capitd literature (Hapern, 1998)
where trust is seen as fadlitating certain types of socid rdaionship. Procedurd judtice
research emphasizes that perceptions of farness create a cushion of support for those in
authority which dlows the latter to teke unpopular decisons (Lind and Tyler, 1988).
One of the reasons for disrus mentioned in the Rowntree sudy is management’'s lack
of power (ibid., p.37). The literature on psychologicd contract violaion shows that trust
is destroyed when employers ae perceved to have reneged on ther promises.
Relationa contracts require trust in arder to promote long term reciprocity.

Trud, like both security and judtice is visble primaily in the breech. We do not go
aound commenting on how much we trus this person and that, we only comment upon
it when the posshility of disrust has been raised. What we cdll trust is the manifestation
of the largdy unthinking, beief that people will behave according to our expectations
and their obligations: we trust them to do what they are supposed to do and therefore are
happy to leave them to get on with it. What we expect of them depends upon our
relationship with them and thus trugt is actudly a reflection of the smooth operation of a
relaionship. Job insecurity brings doubt over the continuation of a relaionship between
employer and employes, and rases the posshility that adverse outcomes may accrue to
one party, usudly the employee. Employees are often powerless to affect the Stuation
and thus ther trugt in those who do have such power is crucid to ther fedings of
security or insecurity.  Since trugt in authorities is centrd to the burgeoning literature on
socid capitd and powerlessness is often the most important component of  insecurity, it
would appear that we need to condder adding trugt to the modd of security. Trugt in
“the powers that be’ is hypothessed to lead to bdiefs in beneficid outcomes i.e
decreased severity of outcomes.

The significance of moderators of responses to insecurity: a revised
model

The importance of dtributions as moderators of responses to insecurity, and the
layoff dtuation lies in the condruction and explanation of the socid Stuation, by which
people examine and assess their possible courses of action. Bdiefs, and the messages of
sf vaue which we get from others are inputs to the “threat x powerlessness’ caculus.
Trus is ds0 a factor: if power is of crucd importance, then expectations of the
behaviour of those with power are damilarly important. Socid support and trust reflect
the matrix of rdaionships within which a person is embedded and research on closdy
related issues demondrates the importance of the naure and qudity of those
rationships, and draws dtention to the importance of different types of famess as
moderators of responses to changes in relationships within the workplace.
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2.4 Findings from related research

Much of the evidence about the posshle effects of job insecurity comes from
sudies which do not necessarily have direct measures of insecurity itsdf. Reference has
dready been made to the changes found in organizationd commitment and work effort
where recent layoffs have been made. In paticular the work dtuaion after
redundancies, which is not only intuitively likdy to increese job insecurity, but does
actudly result in increased perceptions of insecurity has been sudied in some detall.

The survivors of downsizing

Table 3 indicaes tha many <udies, though lacking a direct messure of job
security, add to the body of evidence The survivors of organizationd downsizing are
prime candidates for insecurity, having seen ther colleegues made redundant
(Greenhdgh, Lawrence and Sutton, 1988). Both case dudies (McGovern e d., 1998)
and quedtionnaire surveys (Armstrong-Stassen and Latack, 1992) reved that dl jobs are
seen &s less secure after downgizing, and that it is the organizetions in which job losses
have been largest that the decline in trus and commitment is greatest. However, it is
important to note thet this will not necessarily be so, since where people do not identify
with those made redundant, they may not expect to be made redundant, even when they
have direct and objective knowledge of the Stuation (Hallier and Lyon, 1996).

Downgzing is known to have an effect on the organizationd commitment of
urvivors, intention to leave, anxiety, dbisetedism, morde and dress (Feldman, 1989,
Davy e d., 1991, KozZowski e d., 1993, Tombaugh and White, 1990, Cameron, 1994).
Communication (including the source of the announcement) and socdid support ae dso
rdevant (Fddman, 1989, Mansour-Cole and Scott, 1988, Greenhdgh, Lawrence and
Sutton, 1988). The changes to previoudy wdl-defined roles and specific jobs lead to
increedng dress and disstisfaction (Tombaugh and White, 1990) and the dtered nature
of rdationships is sdient. Burchdl (1999) cites work by Horsead and Doherty (1995)
which found that after redundancy programmes, loydty decressed, and dress and
negative attitudes increased.

Mansour-Cole and Scott  (1988) demondrae the importance of the qudity of
rddionships in the workplace in adjuding to layoffs and of legitimecy and farness,
both integrd to how a rdaionship is experienced. The rdaionship to the victims as
well as to supervisors is a issue, and the qudity of the latter rdationship cagt in terms of
Leader-Member Exchange (LMX, Graen and Uhl-Bien, 1995), which moderates the
relaionship between the source of a layoff information and organizationd commitment.
Although LMX is not a primary focus of sudies described here, it is worth noting thet it
defines leadership in terms of trudt, regpect and mutud obligations between
subordinates and superordinates.

Cameaon (1994), in a 4year sudy of 30 organizations, highlights the problems of
decreasing morde, resdance to change and compditive rather than cooperative
rdations, dl of which can influence the course of organizationd adaptation or dedine
Involving employees and communication ae conddered to be two of the mogt
important factors in dtaning the objectives of downgzing, and many of the typicd
drategies (such as layoffs and work intendfication) do not result in successful
downsizing. He dso draws atention to the importance of condderations of voice and
other aspects of procedura judtice and interactiona judice. Changes to peformance
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appraisal can sem ‘inequiteble or punishing  (p.206). KozZlowski e d. (1993) in
reviewing responses to layoffs, identify decressed morde and peformance, resstance
to change and increased turnover intentions as important. They dso point out that these
factors can lead to further orgenizationd dedine since they can mediae pogtive
feedback loops within the organization (Greenhagh, Lawrence and Sutton, 1988).

Table 3. The responses of survivors to downsizing

Responses Effect of downsizing on responses References

Job insecurity Increases Greenhalgh, Lawrence and Sutton, 1988
McGovemn et al., 1998
Armstrong-Stassen and Latack, 1992

For those who identify with vicims Hallier and Lyon, 1996
Organizational Commitment Decreases Feldman, 1989
Horstead and Doherty, 1995
Intention to leave Increases Feldman, 1989

Davy et al., 1991
Kozlowski et al., 1993
Tombaugh and White, 1990

Anxiety Increases Feldman, 1989
Absenteeism
Morale Decreases Cameron, 1994

Tombaugh and White, 1990
Kozlowski et al., 1993

Stress Increases Tombaugh and White, 1990
Feldman, 1989
Horstead and Doherty, 1995
Satisfaction Decreases Tombaugh and White, 1990

Psychological contract violations (PCV)

Job insecurity can dso be seen as a breach of what is termed the “psychologicd
contract” (Turnley and Fedmaen, 1999, Thormhill and Saunders, 1998, Robinson, Kraaz
and Rousseau, 1994, Morrison and Robinson, 1997). The psychologicd contract is that
st of informa promises that an employer is bdieved to have made to the employee.
Morrison and Robinson (1997) condder that such beliefs cannot be ascribed to the
organizetion, but do suggest that organizationd agents may have different expectaions
from employees Job security is one of the mog important employer obligations which
can contribute to psychologica contract violation (PCV).

There are a range of expectations about future benefits which are seen as informad
promises made by the organization, very often a the time of recruitment (Robinson,
1996, Robinson and Rousseau, 1994). It is important to digtinguish between expectation
and promises The language of psychologicd contract violation is that of mord norms
of ‘obligaion’ and ‘entitlement’. Although unmet expectations do mediade some of the
repponses to PCV, it is not sufficient by itsdf to explan outcomes (Robinson, 1996,
Robinson and Morrison, 1995).

The psychologicd contract is formed agang a background of socid norms (what
Morrison and Robinson (1997) term the “socid contrect”), shared understandings and a
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process of sense making. Such a process may indeed be st in motion by an adverse
outcome which may be subsequently gpprased as a breach of the psychologica
contract. As with the identification of whet is far, the specification of the contract, may
not take place until after a falure of expectation. The adverse event is then interpreted
according to the shared meanings current in the gdtuation as well as the subject’'s own
individud beliefs However, bdiefs are not dways shared across dl participants in a
stuation. Employees and supervisors may have perspective related differences in their
beliefs about what is right, far and gopropriate in a Studion. PCV may rexult from
gther reneging on a promise actudly made, or from the incongruence between what the
two ddes understood to be the case (Morrison and Robinson, 1997, Turnley and
Feldman, 1999).

Fector andyds of the concerns which people consder to be important parts of the
psychologicd contract demondrates two diginct dimensons transactiond  versus
rdiona concans (Robinson and Morrison, 1995, Robinson, Krastz and Rousseau,
1994) corresponding roughly to a committed, long term or to an insrumenta, short term
orientation (Herriot and Pemberton, 1996). Reaiond contracts are characterized by
reciprocity over the long run, where there is not an explicit exchange of contributions
between employess and organizations. Rether there is a saies of mutud obligaions
which can be cdled upon a any time supported by trust that each will honour its
obligations. Such a long tem commitment involves emotiond commitment and results
in an emphads on procedurd judice - which is dl aout on€s vaue within a group
(Lind and Tyler, 1988).

The transactiond contract is a more draightforward economic exchange of goods,
characterized by short term reciprocity. It does not require trus and emphasizes
digributive judice in the form of equity (proportiondity rule) where rewards should be
proportiond to investments The perception of psychologicd contract violation depends
upon am equity-type baance between the ratio of benefits provided by an organization
to those promised, and a Smilar retio of the contributions of employees (Morrison and
Robinson, 1997). If the relationship were a drict exchange, then, as time passes and the
employees cumulative contribution  increeses,  the  employes  obligations  would
increese  (Robinson, Kraaz and Rousseau, 1994). This could suggest (wha is
undoubtedly the case) a power based rdaionship where the paty with the superior
power is ale to dictae teems and the employee has no expectaion that it will
voluntarily change them. Employers reaiond obligations ae more important predictor
of employee perceived obligations than transactiona ones.

The psychologicd contract may pertan to many different organizationd outcomes,
such as training, career development, job security, a breach of any or dl of which may
leed to a withdravd of employee contributions. Pand <udies (Robinson, 1996,
Robinson and Rousseau, 1994, Robinson, Krastz and Roussean, 1994) demondrate
effects of PCV on peformance, sdidfaction, cvic virtue (“going the extra mile,
commitment or contribution over and &bove contractud expectations)®  organizational

® This construct can be difficult to operationdize and is dso referred to as “extrarole’ behaviour, see
Robinson (1996) for detail.
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commitment vs. caregrism, and turnover intentions, “voice behaviours’ loydty and
withdrawa from the rdationship (Turnley and Feldmen, 1999). What is more, these
effects act over dgnificant pans of time. Robinson and Morrison (1995) demondtrated
effects of promises made 18 months before the perception of PCV, on performance,
turnover intention and “civic virtue’ behaviour, measured two and a hdf years later.
The effects on performance and turnover intention are mediated by unmet expectations
and trudt, which later is seen as fundamentd to the rdaionship, but the more diffuse,
“civic virtueg' or extra-role behaviour is mediated only by trust. (Robinson, 1996). It is
important to note that, dong with the language of promise and obligation, psychologica
contract violdion can be discriminated from unmet expectations (Robinson and
Morrison, 1995). PCV is a beiter predictor of employee or employer obligaions then
previous obligation (Robinson, Kraaiz and Rousseau, 1994). There is something more
than a falure of mechanica prediction going on, there is some extra qudity involved in
the experience.

This kind of didinction is important in jusice research where farness perceptions
ae conddered to be something over and above satisfaction, and not entirdy explained
by expectation. Procedurd judice is important in the interpretetion of psychologica
contract vidlation (Morrison and Robinson, 1997, Tumley and Fedman, 1999) where
both procedurd farness perceptions and the avalability of judifications can moderate
the effects of RCV (Turnley and Feldman, 1999). When PCV was broken down in this
latter study into fallures of obligations with respect to different job feetures job security
was the most important factor, above even regular pay increases.

Where downszing is going on, PCV, egpecidly with respect to job security, is
more frequent and of grester magnitude than when there is no expectation of job
security (Robinson, Kraaiz and Rousseau, 1994). Turnley and Fedman (1999) use a
measure of PCV which is the weighted sum of breaches of the components of the
contract (anadlogous to the severity x probability condruct of threat). The higher ae
peoples expectations, the greater may be their experience of PCV. (There is no data
concerning goodness of fit of this multiplicative function to a globa measure of PCV or
other indicator variable).

Thus the nature of the rddionship a work can direct atention to different
outcomes and whereas an employer’s breach of rdationd obligaions leads to a
quditaive change in the rdaionship itsdf (McClean Parks and Kidder, 1994) wheress
breech of a transactiond rdaionship smply leads to a diminution of the employegs
obligations (Robinson, Kraetz and Rousseau, 1994).

As noted above, PCV has a sgnificant effect on that group of behaviours known
as “dvic virtu¢’ (Robinson and Morrison, 1995) and notebly, it is the more diffuse
reldiond obligations which affect the gmilaly diffuse extra role behaviours, the same
behaviours that are mediated by trust done, as opposed to unmet expectations.  Trust
dso has a lager effect upon peformance and turnover intentions than unmet
expectation. This is in line with the conceptudization of trus as a manifedation of a
properly working rdationship. If the role of trus and socd support flagged up the

" Speaking up, or teking issue within the organization, not quite the same as the dassic “voice’ of
procedura justice research where being heard mediates the effects of fairness.
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importance of the rdationships in the workplace, then congderation of psychologica
contract violaion puts them centre sage.

To summarize there is a st of informad obligations seen in terms of a promise by
employers, which forms a “psychologicad contract” between employees and their
organisations.  Violation of these obligations leeds to a reduction in employee
contributions  to the organizetion. It is the falure of obligaions beaing upon a
committed, long term rdaionship which predict these responses, mediated by trust
more than by unmet expectation. Violation of the psychologicd contract bresks down
the rdationship between employee and employer, crucdd to which is trus and
perceptions of procedurd fairness. Job security can be pat of that contrect, but the
presence or absence of it can dso be a maker of a rdadiond or a transactiond
relationship.

25 Career development and the importance of long term
relationships

Both psychologicad contract violation and the perspective of changing career
dructures bring us to the condderation of the rdationships between employer and
employee. Judtice research has demondrated that standards of farness are particularly
important in long term relaionships or even where someone expects future interaction
with another. This suggests precisdly the sort of long term, mordly evauated exchange
that is represented by the psychologicd contract. Perceptions of job security are
negaively corrdated with psychologicd contract violaion. This suggests that once the
contract is breached the employee finds him or hesdf in a different reationship in
which job security isno longer expected.

The threat of job loss can thus be seen as a fundamenta change in the reationship
between an employer and employee. Where once the implicit contract was seen as an
exchange of loydty on the part of the employee againg job security on the pat of the
employer, securing employee cooperation (Burchdl e d., 1994) now employees must
manage ther own careers (McGovern et d., 1998). Heriot and Pemberton, (1996)
suggest that what has happened over recent years is a change from a relationa contract
to a transactiond one where the time horizons are short term, thus job insecurity does
not merely trigger a fundamentd shift in organizationd rdationships, but is itsdf part of
the new relaionship.

The falure of the traditiond implicit contract of loyaty for job security and career
development is highlighted in case dudies of organizations by McGovern et d. (1998),
who cast doubt upon the effective renegatiation of any new contract, concluding rather,
that the old modd has fadlen gpat without being replaced by something dse. Given that
organizationd commitment and other dtitudes can vay over a caexr (Jans, 1989) a
caeer can be seen as a series of renegotiated psychologicad contracts as relaionships
change over time. Organizationd commitment is predicted by different aspects of the
Studtion a different dages of the career cycle That team coheson, organizationd
cdimate, redions with supervisor ae dl  dgnificant predictors of  organizationd
commitment a different times (Brooks and Sears, 1991) suggests that different
rdationships, meening both with different people and different in type, are dient a
different career stages.
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Hendry and Jenkins (1997) in reviewing the changes tha have teken place in the
labour market, adso draw atention to the fundamentd changes in rdationship
engendered by the loss of job security for many employees. But they dso draw attention
to the way in which aspects of the work rdationship were in bdance with the socid
environment of an organizetion. The exchange of job security for loydty took place
within a framework of a dowly changing externd market environment, but it dso
mantaned that framework. The externd environment changed dowly because people
tended to reman with their organizations, so tha traning and skill development tended
to be in-house, in contrast to today’s grester willingness of employees to take ther
maketable skills dsawhere. This represents a fundamenta  shift from a reationd
orientation to a transactiond one with dhort term financid congderations and low job
involvement coming to the fore. However, the authors point out thet a new framework is
more rhetoric than fact and that the management Sde does not dways redize how
changes ae being experienced. Agan it is the differentid interpretation of change
which is important: the new reciprocity must be spdled out. A falure of promises and
procedurd judice are identified as primary factors in the didocation experienced by 0
many employees. Note the use of the mord terms “promiss’ and “farness’. The
dructure of an exchange rddionship, its development and negotiaion is a question of
the mord domain.

Job security is part of the traditiond contract, but S0 is career devdopment.  Falure
in this, which bears upon occupationd security can lead to turnover (Beghr and Taber,
1993, Johndon & d. 1993), and to changes in organizetiond commitment (Jans 1989,
Johnson e d., 1993, McFalin and Sweeney, 1992, Orpen and Andrewes 1993).
Falure of caer expectations can leed to a loss of “dfiligive saisfaction”,
distidfaction with the reaionship itsdf Korman et d. (1981) leading to both persond
and socid diendion and changed work attitudes. Career dissatisfaction can lead to
negative atitudes (Aryee, 1993). Heriot e d. (1994) in teding this modd, found thet
“far deding’, a compodte of procedurd farness and trust in promises, was the sngle
largest predictor of career satisfaction. Noe et d. (1990) found that manageria support
and “work sdience’, a scae which was a measure of attachment to the work role, were
asociated with career sdtidfaction, and both these condructs can be interpreted as
bearing upon the qudity of rdationships a work. Perceved falures in  career
progresson has effects upon perceptions of farness and organizationd commitment
(Schwarzwadd et d., 1992). Promotion opportunities are important job features which
contribute to job insecurity (Rosenblat and Ruvio, 1996), but employment contexts
with different types of rdationship were not sgnificantly different in job insecurity with
respect ether to the loss of coworkers or team paticipation. Recent experience of
promoation also leads to increased job security (Bender and Soane, 1999).

A dmilar goproach to organizationd ditizenship behaviour (roughly conceptudized
a ocontribution dove and beyond the drict demands of the employegfemployer
contract) distinguishes between covenanta and transactiond relaionships (Van Dyne et
d., 1994). The covenantd rdationship is dmilar in conception to reationd contracts,
being based upon long run farness and reciprocity, and is characterized by greater
afective commitment and a more diffuse perception of obligation than in a transactiona
contract.  Although the transactiond (indrumentd) and reationd  (committed)
orientations can be seen as the anchoring points of a continuum (Morrison and
Robinson, 1997) in judice research the different reationd orientations associaed with
different didributions ae conddered to be quditatively different from each other
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(Deutch, 1985, Fiske, 1992). Newdl and Dopson (1996) didinguish between affective
and a*“ continuance’ relationships.

Hdlier and Lyon (1996) found that managers faced with redundancy rebuilt new
rddionships in thar changed dgtudion, rdaionships which involved sSgnificant
changes in the nature and extent of their obligations to co-workers and the organization.
Where managers demoted to technical grades were accepted within a team of new
colleagues, their atitudes to the employer became more insrumentd.

The discusson of psychologicd oontract violdion hes dready drawn dtention to
both the gmilaly “mord” dimenson which diginguishes between unmet expectation
and breach of contract, and to the role of trugt. Trust is seen as aisng from the bonds
cregted in a rdaionship (Robinson, 1996). Perceived obligations comprise the faboric of
the psychologica contract, (Robinson, Kraatiz and Rousseau, 1994). This is amilar to
the dructurd view of socid rdations taken by Fiske (1992) where socid reations are
condituted by the exisence and experience of obligations. Where no obligaions exig,
no relaionship exiss

The role of job security is beginning to appear:  wheress the experience of
insecurity hinges on threst and uncertainity, job security is about the Sability of work
rdationships. Long term rddionships charecterized by commitment, generdized
reciprocity rather than drict exchange, trust and procedurad farness are a norm from
which the more short term, insrumenta rddionships of recent years depart.
Organizations rdy upon the gened commitment, the willingness to put onesdf out
rather than watch the dock, and the flexibility this engenders for therr performance in
whet is often a hodile commercid environment. This is dl about having a place within
a group or organizaion, of having that place recognized, of being vdued by the group,
of forming affective bonds and trusting others to behave in ways consonant with the
rlationships in place The onsst of job insecurity does not question on€s physicd
membership of the group, whether one continues as an employee, but bresks down the
trus edablished by putting a question mak over the continuaion of a rdaionship.
Security and trus are two manifedations of the same phenomenon:  the smooth
operation of an edablished rdationship. Insecurity bresks the rdaionship where
security was conddered as part of the rewards of loydty and contribution, so that even
where some kind of employment rdaionship remains, it is of a different type, and trust
(even of an cynicd and insrumenta kind) has to be reesablished. Employees will fed
aggrieved a what they may peceve as ther wrongful trestment, the falures of
obligation dso lead to perceptions of unfarness.  Procedurd judice concans gan
gregter importance as people try to identify where they now doand within the
organization or group. The PCV perspective identifies didributive justice as important
to deemining the characteaidic of a transactiond rdationship, on the other hand,
research suggedts that the form of didributive justice ingde in a group is both marker
and product of, and antecedent to, the qualitative type of relationship obtaining therein.

The laer rddiond modd by Tyler (1992) of procedurd judice emphesizes the
way in which the observance of procedurd norms is bound up with the rdationship
between a member and a group or organization, and that many of the norms are about
the far tretment of members. Farness and the honouring of promises, i.e mord
obligaions are crucid to the rdaiond contract. Honouring obligations contained within
a working rdationship is an important factor in responses to an uncetan dtuation
(Newdl and Dopson, 1996) and generating and mantaining loydty and trugt. Falure in
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this respect generates negative attitudes “Trust acts as a guidding’ (Robinson, 1996)
and affects how an employee perceives the gStuation. Those who have greater trust in
ther employer ae les likdy to peceve breech of the psychologica contract
(Robinson, Kraaz and Rousseau, 1994) as are those who exhibit extrarrole behaviour
(which might be taken to indicste a committed reaionship). Procedurd, interactiond
and didributive fairness is seen as a maker of future conduct and an important part of
long term reciprocity: if an organization has acted farly now, there is a greater
probability thet it will do so in the future (Morrison and Robinson, 1997).

2.6 Conclusion

The findings above would suggest that job insecurity is a serious problem affecting
both the performance of the firms within which it takes place and the hedth and wefare
of those affected. At the very lead, it suggeds that mitigation of job security or its
effects must be consdered by any society which cdams to pursue the wdfare of its
citizens

3. Fairness and job security

The responses to layoffs demondrate a moderating effect for farness, and farness
is known to be paticulaly important in long term rdaionships. Didributive, procedurd
and interactiond judice issues ae dl importat in the layoff dStuation. Didributive
judice (or farness) refers to perceptions of the fairness of outcomes, procedurd justice
refers to the farness perceptions of procedures for ariving a those outcomes,
interactional judtice refers to fairness perceptions of one's persond trestment during a
procedure, and has effects over and above procedurd justicee Many of the specific
criteria involved in both procedurd judtice (having a voice in the procedure, condstency
and trangparency in procedures, aosence of favouritiam) and interactiond judtice (equd
repect for dl paticpants beng told of decisons persondly and being given an
explanation) may reflect the particular beliefs in our culture as to what is “fair” in those
paticular circumstances, but one aspect of interactiond judice, the provison of
accounts or explanations, has been shown to be of key importance in explaining fairness
perceptions and responses.

The accounts provided are one of the most important determinants of the readions
of both survivors and victims of redundancy in both fidd and experimenta setings
(Bies Shgpiro and Cummings, 1988). Although accounts ae trested as a pat of
interactiond judice in the judice literaiure, the aitributiond pergpective taken above,
the importance of sensemaking, and the condruction of meaning in the work Stuation,
al suggest that the explanations involved in insecure Studions are desarving of separate
trestment dtogether. Indeed, one of the semind papers on this issue (Bies, 1987)
effectively recasts the experience of injustice as afallure of accounts.

Before proceeding to discuss the work deding with farness perceptions, two
methodologicd points need to be made. Firdly, no sudy actudly asks about the farness
of pb security per se. Most sudies do not even ask for perceptions of the fairness of the
digribution of layoffs but look a the procedurd farness of the Stuation. Only two
dudies ask questions about the didribution of layoffs, and only one of these spedficdly
asksfor the fairness of a particular criterion (Armstrong-Stassen, 1993).

41



Secondly, some of the studies which report results aout farmess do not actudly
have direct messures Farness is operationdized through a specific component of the
decison process (eg. advanced warning as a marker of procedurd fairness, Brockner et
d., 1994) or a specific outcome (compensation of the victim as a marker of digtributive
justice). While there is ample evidence that the adequacy of accounts is an mportant
predictor of procedurd jusice (Brockner and Greenberg, 1990, Bies and Shapiro,
1987), the inference of perceptions of didributive jusice from the provison of some
assdance to those lad off is more quettionable Although these are outcomes, they
could as easly be described as part of interactiond judtice (how people are tregted) as
digributive justice. Moreover, even if this can be a marker of how far the layoff was it
tels us nathing about the criteriafor the didtribution of the layoffs.

3.1 Understanding the phenomenon of justice and fairness

The conceptudization of judice in the socdd psychologicd literature is often ill
defined. For example, a recent discusson by Montada (1996) defines the problem thus:
“To dae injudice presupposes answers to quesions such as ‘Are  anybody’s
entittements violated? ” (1992, p.134).”

Tdk of entitements is very characterigtic of a culture defined by legd rights,
government provison and individudism. Sodd scetigs, however, ae trying to look
a how famess functions within society. This diginction is extrendy important. As
soon as one identifies “entittement” as part of judice, then one is defining the specific
content of what is, in fact, a forma category. We dl have different idess about whet
conditutes judtice, and different ideas rdlevant to different contexts, but the specific
ideas about the nature of jugtice do have certain properties in common, and it is these
propeties that sodd sdence is trying to identify. The object of justice research is to
identify the underlying form of judice and its functiond effects in socid processes.
What is “what we cdl jusicg’ doing in our society? Once that is undersood, then the
effect of goecific ideas being labdled as justice can be assessed.

Work from the devedopment of mord ressoning (Shweder e d. 1991) draws
atention to the fact that mord categories are part of a much broader spectrum of dos
and don'ts which children learn as they mature. These prescriptions range from quite
practica things such as “do not drink out of your teacher's cup’, to highly revered
mora commandments such as “thou shdt not kill”. Cross culturd work places this in
the context of a continuum of rules that range from the dictates of the physica world, to
the commandments of reigion. Precisdy wha is conddered just vaies between
cultures. But the consequences of something being consdered jus have more in
common: committing unjust acts brings sanction down upon the head of the doer,
results in guilt, retribution, anger from others and demands for reditution. Whet is
conddered jud is varidble in content, the consequences of judtice, what it does, how we
seeit and how it functions have much in common.

Looking & judice as pat of a continuum of “things which are done’ explans why
the pogtive phenomenon of judice is more important than merdy mopping up the
debris of injusice. The whole point is thet if something is consdered just then we think
that it ought to be done, we will do it, encourage others to do it, support others in doing
it, and expect yet more people to see that judtice is done. The fact that we do not dways
actudly do wha is jus reflects the fact that it is not the only criterion in a decison
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process, but that which is just is characterized by a high weght in that process. It is
seen as universd and applying to dl persons (dthough in eg. cade societies, wha is
required of different people may vary, but al must do whet it is jugt for themto do). It is
experienced as an externd force motivating the person to act (Heider, 1958).

Mikula, Petri and Tanzer (1990) asked people for examples of what is and is not
just, and the resultant andyds shows that digtributive issues are only one pat of a larger
doman oovering many aspects of our socid life The way in which words such as
“judice’ and “fairess’ are used (Stock, 1999) demondrate that not only are the words
amilar in meaning, but that they are dso terms for a more generd idea of what is right,
what is done, what should be done. All these different functions have one important
thing in common: they represent postive decison criteria in processes of evadudion.
What is right, far and just, what ought to be done, these are the way we tak about
decison criteriawhich are characterized by a heavy weight.

The idea of a continuum of criteria from the dictates of the physcd world to the
prescriptions we make for our societies gives a usgful perspective on this quesion of
high weight. We dl know that he nature of judice is conteed and this a first seems to
contradict what has just been sad. But the reason that the content of justice and mora
norms is contested is because the incduson of a specific act, principle, outcome or
procedure within the doman of what is rignt and what is done, wha should dways be
done, has important consequences for the people concerned and for the reative pogtion
of different groupsin our society.

What is done, with or, more often without, comment or deliberaie decison, has a
powerful effect upon the socid gtuaion. If something, such as not making people
redundant, has a high weight both in the decson processes of individuds and in the
public ddiberations of a group, then there is a much higher probability that the relevant
action, avoiding redundancies, will be peformed. But if there are other factors which
ae peacaved to be pat of the naturd order of things such as the need for
competitiveness in a globd economy, then thee citeria will have an overwhdming
weight in decisons. For example, Bies Shapiro and Cummings (1988) found that such
“givens’ as company policy or budget condraints were the key to accounts being
consdered adeguate (and see Burchdl et d., 1999 for a discusson of the pressures on
firms trying to operate no redundancy agreements). Murder is conddered to be wrong,
completdy and utterly wrong. Murders do happen but they are not, contrary to the
evidence of deective dories vey common. Making people redundant is aso
condgdered wrong, but not quite as much so as crimes againg the person. But whet if we
lived in aworld where making people redundant was regarded as tantamount to murder?

Not only is “what is done€’ part of what conditutes a Stuation, part of what tels us
what dtudtion we are in (“this is an office therefore | should be working not doing my
sewing’), it has serious consequences for the way in which people are treated, the
outcomes which result and for the way in which we rdate to each other.

3.2 Procedural justice and job security

Procedurd, didributive and interectiond judice are dl conddered important to the
layoff dtuation. (Brockner and Greenberg, 1990, Brockner and Wiesenfdd, 1993)
Farness criteria are seen to form pat of the context of “microeconomic’ employment
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security  (Buechtermann, 1993) and it is perceptions of procedure and the role of
accounts which have attracted most attention. It must be remembered thet in the fidd of
judtice research “judtice’ and “fairness’ are conddered to be synonymous. Researchers
discuss the role of judice but actudly ask ther respondents about farness. The
importance of accounts is consdered to be part of interactiond judtice (Bies, 1987, Bies
and Moag, 1986) which is essentidly the perceptions of the farness of how one is
trested persondly within a procedure. The role of accounts has an especid importance
from the socid condructionis viewpoint. The discusson of the naure of judice and
farmess above draws dtention to the way in which definitions and explandtions of a
Stuation contribute to that Stuation: you cannot get married if you do not know what
mariage is (Goddier, 1986). Accounts build up our picture of the gdtuation, therefore
what gets into those accounts is of prime importance. The work on atributions and job
security has shown thet dtributions, which are explanations and thus form pat of an
acoount, influence our responses to the Stuation.

Jugt as atributions of causdity lead to certain conclusons about what can be done
in a gdtuation, explanations of why people receive certan outcomes, why they are being
lad off, bear upon the evduaion of tha act, whether it was right or wrong, far or
unfair. Some accounts are conddered more “adequate’ than others (Bies and Shapiro,
1987), they better judify the events that have happened, they meake it dright that
someone has been hamed, undesirable, perhgps, but acceptable, gppropriate, and even
unavoidable. Where the account is consdered acceptable, no retribution or negdive
reponse is conddered necessary but where the account is conddered unacceptable
other processes teke place. The important phenomenon is the acceptance of the account,
what has happened has been dassfied as “to be done” and therefore not to be undone.

The effects of procedural justice in the layoff situation

Farness is seen as important in the layoff dtuation because jobs ae scarce
resources (Brockner and Wiesenfeld, 1993). Where negative outcomes occur, the
farness of the procedures which dlocate them are of crucid importance in determining
the reactions of those left behind (Armgrong-Stassen, 1993, Brockner and Greenberg,
1990, Brockner, Tyler and Cooper-Schneider, 1992, Brockner et d., 1993, 1994, Lerner
and Somers, 1989). Procedurd judtice is the key to the acceptance of negative outcomes
or decisons agang someone's wishes, it produces a “cushion of support” for leaders to
take unpopular decisons (Lind and Tyler, 1988, Tyler, 1992).

The discusson of the importance of rdationships in section 25 undelined the
importance of procedurd judice to a reationd contract. McFarlin and Sweeney (1992)
show that procedurd and didributive jusice are important in the evaudion of those
peasond (job and pay <didaction) and organizationd outcomes (organizationd
commitment and evauation of supervisor) that are the long term product of a rdaiond
contract. Where procedurd jugtice is low, people ae more responsve to digtributive
justice. Procedura judtice perceptions can have an effect upon affective commitment to
the organization.

Condruction of the dtuaion is important because many of the effects of farness
are in interaction with other Stuationa variables. Job security is seen as a moderator of
responses to farness (Brockner and Wiesenfdd, 1993, p.130), but the rdaionship could
a wdl be put the other way around. Table 4 summarizes the effects, induding the
moderating of farness on work reated varidbles.
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Table 4. The moderating effects of fairmess

Variable Effect of fairness References
Trust Where procedural faimess is low Brockner et al., 1994
negatively related to poor
outcomes
Work effort Faimess increases productivity Brockner and Greenberg, 1990
after layoffs, especially for those Brockner, Tyler and Cooper-Schneider, 1992
low in self esteem, or high in Brockner et al. 1987
attachment Brockner, 1990
Brockner and Wiesentfeld, 1993
Retaliation Acceptance of outcomes when Skarlicki and Folger, 1997

|dentification with, and

procedural faimess is high
Faimess is more important

Mansour-Cole & Scott, 1988

attiachment to others and the where prior commitment is high Brockner, 1990,
organization Brockner et al., 1992,
Brockner et al., 1993,
Brockner et al., 1994
Brockner and Wiesenfeld, 1993
Orpen and Andrewes, 1993
Turnover Direct effects of faimess but Brockner et al., 1992
more important for those with Tumley and Feldman, 1999
prior attachment Brockner and Wiesenfeld, 1993
Weaker effect of PCV on exit Brockner et al,, 1993
when justification is adequate
Career satisfaction Affected by both procedural and Orpen and Andrewes, 1993
outcome faimess

The interaction between famess and other factors is crucid to understanding the
importance of rdationships. The qudity of rdationships between employee and
supervisor, in terms of the trugt, mutua respect and obligation they fed, affects farness
perceptions  (Mansour-Cole and  Scott, 1988). The different forms of farness dso
interact: digributive judtice (pay outcomes) only has an effect on retdiaion in a work
siting when ether interectiond or procedurd justice are high (Skarlicki and Folger,
1997). In this study the procedurd and interactiond measures were smilar (voice,
consgency, accurecy of information) undelining the overlap between concepts but
one was in rdation to the forma procedures, the other to how the person was actudly
trested. Procedurd concerns seem to have primacy over didributive ones. Deutsch
(1985) suggedts that procedurd concerns are to the fore when the actud digtribution is
acogpted. Since the proportional  didribution of pay a work is scarcdy questioned
(Stock, 1999), this is hardly surprisng. Outcomes and the manner of communication
(which can be conddered a procedurd/interactiona issue) adso affect organizationd
trus and support (Brockner et d., 1994) and affective commitment (Mansour-Cole and
Scott, 1988). From whom one hears about redundancy meatters, especidly in the context
of one€s rdationships with on€s coworkers and supervisors, or the way in which
layoffs are handled, can have dgnificant effects on morde and turnover intentions
(Kozlowski et d., 1993, Sutton et d., 1986). Farness moderates the effect of percelved
job qudity on turnover intentions (Brockner and Wiesenfdd, 1993). When the
psychologicad contract has broken down, procedurd fairness becomes important and
can moderate turnover responses (Turnley and Feldman, 1999). Supervisor favouritiam,
which can be condrued as a form of procedurd injustice, predicts increased
disstifaction with job security (Gdlie & d., 1998). Beng “evenhanded” is an
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important norm in this dtudtion, as ae the requirements of persond respect,
mantaning the other's dignity, avoiding the appearance of abitray decisons and
being honest about the situation (Sutton, e d., 1986), dl of which are typicd of the
concerns of interactiond and procedurd justice.

The group value model

Procedurd judtice is conddered to be important because how one is treated by the
procedures of an organization or group tells one how one is vaued by that organization
or group (Lind and Tyler, 1988, Tyler, 1992). It demondrates on€s podtion in the
group, mekes it patent. Studies of those made redundant (Leana and Feldman, 1992,
Westergaard et d., 1989) draw attention to the way in which redundancy makes people
fed usdess, “thrown on the screp hegp’. In other words, the procedure and the manner
in which employees ae trested sends them messages about where they are in the
organizetion, and thus has consequences for sdf-edeem and  sdf-worth. Clear
procedures ae hdd to be important in giving employees information in times of
uncertainty (Greenhdgh, 1983) where more objective criteria for layoffs such as
seniority, may be preferred to merit. Where the ldter is used the transparency of the
goprasd system is dl important (Tombaugh and White, 1990) and much of the dress of
the pogt-layoff environment focuses on the uncertainties about roles and changed job
definitions. In experiments, the messages that participants receive about how another
has been trested affects the work effort they subsequently expend in laboratory tasks
(Brockner and Greenberg, 1990). Where a co-worker is dismissad  without
compensation, work effort is less than when he or she is compensated or no layoff takes
place, but the effect is only for those who identified with the one laid off. All layoffs
ae seen as unfar in this dtuation, but compensated layoffs are regarded as more far
than uncompensated and the effect is more marked for those who identify with the
victims of layoff. Prior attachment to coworkers has an effect on turnover intentions
and organizationd commitment, and interacts with fairness perceptions (Brockner et d.,
1993).

It is this finding that underlies the condusion that fairness affects work effort in the
layoff gStuation, even though direct measures of didributive fairness are not used. The
avalability of such compensaion dso dfects organizaiond commitment in the fidd
(Brockner et d., 1987, Brockner, 1990), where abosence of such compensation results in
lower commitment but only if there is identification with those who have been lad off.
This interaction is what is predicted by the group vaue modd: procedurd farness is
more important to those who are dtached to the group in question (Brockner, Davy and
Carter, 1985). The interaction between identification with the coworker and increase in
work performance is dso found in the laboratory experiments and subjects responded
differently to merit based dismissd of the co-worker from ther reactions to a random
choice of the other. Where the choice of who was to be dismissed was random, subjects
increesed their work effort (Brockner and Greenberg, 1990, p.57). In the case of random
layoffs, derogation of the victim took place. Where the layoff was merit based no
difference in work effort from the control group was observed (Brockner et d., 1986).
Subjects gopear to be changing ther behaviour in response to information from the
environment. This can be interpreted as process of psychologicd distancing of onesdf
from those affected or as a way of restoring equity, i.e. a baance between inputs and
outputs, in such a way as to bolster a perception that the same fate cannot be gpplied to
the sdf. The importance of equity itsdf is underlined by the effects of effort-reward
imbaance on menta hedlth reported above (section 2.2.5).
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The survivors of layoffs aso respond to the reaections of their laid off co-workers
(Sutton et d., 1986). Where coworkers esponses are negative, and where the process
is seen as unfair, the digress of the survivors is increased. In laboratory sudies, where
those reections were more unfavourable, work quality decreesed more than where the
reaction was more favourable and this effect was moderated by liking for the other. In a
fidld expeiment (Brockner and Wiesenfdd, 1993 p.128) the same rexults were
replicaied but only in conditions where there was little communication with co-workers
about the layoff. Where communications were high, this moderating effect disappeared
and the change in work effort tracked the favourability of others reections. People are
not only using information from their environment but ther rdaionship with others
colours how they respond, and presumably how they ae interpreting the information.
The overiding of the attachment effect where people communicaie fredy is reminiscent
of the effect of trangparency of communication in negotiating Stuations (Lamm, Kayser
and Schwinger, 1982) where the more communication tekes place, the more participants
are likdy to respond to standards of farness rather than sdf-interest. Providing help for
those who leave can be seen as a maker of the rdaionship between employer and
employee, an indication of future conduct (Sutton et d., 1986).

It should be noted that Mansour-Cole and Scott (1988) found no effect of prior
affective commitment to the organization (as opposed to the layoff victims). Rather it
was post-layoff affective commitment which was relaed to procedurd fairness. The
leeder-member exchange reationship which moderated reections to how information
was given, sresses trudt, respect and obligation, characteristic of a relaiond orientation.
It is therefore unsurprising that procedurd fairness is important nor that the qudity of
the rdaionship moderates the association between source of announcement (which is
consdered a marker of procedurd justice by other authors) and commitment.

What is a issue is a process of sensemeking, of bulding up a picture of the
gtuation, a modd or representation which will mediate the behaviourd responses
obsarved: the reationship between people is an important pat of the phenomenon.
People are trying to orient themsdves a a time of uncertainty and see where they stand
in reldion to the organization, and what might affect them in the future Farness is an
eanest of future conduct (Morrison and Robinson, 1997): famess is known to be
paticulaly important where people expect future interaction (Robinson, 1996). The
discusson of psychologicd contracts emphesized the importance of farmes to
reldiona orientations. Expectation of future interaction (Lamm, Kayser and Schwinger,
1982, Shapiro, 1975) can dfect the type of dlocaion mede increesing the likdihood
that an dlocator will use equdity rather than equity. The rules about didributions and
who is entitled to what under them, can work in both directions, thus both judifying a
Stuation and creeting standards for future action (Mikulaand Schwinger, 1978).

The group vdue modd dso accounts for the importance of voice being given a
voice in the decison process is conddered to be a recognition of group membership.
Yet voice does not inevitably lead to perceptions of procedura farness (Ddy and
Geyer, 1994). In a sudy of organizationd change, where decisons over reocaion were
taken on Ste there was a redionship between voice (having input to decison meaking)
and procedurd farmess but not where decisons were teken centrdly in the
organization. It may be explained by the absence of any expectation that the employees
should be conaulted in the latter case. This points to a different sort of voice, and thus
procedurd fairness, being expected in different types of relationship.
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Voice has an effect upon job satisfaction as well as farness perceptions (Davy et
d., 1991). Structurd eguation moddling in a fidd sdting has shown that job security
dso has an effect upon job satidfaction but that its effects upon organizationa
commitment were indirect, being mediated entirdy by job stidaction. Having a voice
in the decison process is related to perceptions of job security. Hence job security is
related to representation security. Greenhdgh (1983) points out that drawing people in
to the process can change rdationships from potentidly destructive competitions for
scarce resources to cooperation (ibid., p.435). Voice does not necessarily mean only
employees dating ther views a twoway didogue can be important (Marchington et d.
1994). The Rowntree study noted that representation was a topic that emerged from the
in-depth interviews.

The importance of accounts

Organizationd commitment is respongve to the accounts given during downszing,
and to the way people are treated both of which ae important components of
interactiona justice (Naumann et d., 1995).

In severd dudies of the effects of procedura fairness, interactiona judice is
operdtiondized as a perception of the accounts given of the layoff. Although adequecy
of accounts is highly corrdated with procedurad farmess it must be borne in mind thet
these are not necessarily direct measures. Whether someone accepts an account is the
crucid issue (Lener and Somers, 1989). Some dtudies do not conceptudize “adequacy”
vay dealy, but Mansour-Cole and Scott (1988) assessad the “legitimacy” of accounts
a whether employees bedieved the causd account given. Where they did so the
aurvivors had  grester  organizationd commitment and perceived grester  procedurd
fairness. This supports the view that acceptance is the crucid phenomenon.

ArmdrongStassen  (1993) found thet perceptions of digributive and procedurd
farness dfected whether employees responded to layoffs with active coping measures
such as increased work effort, time and energy devoted to work, working harder,
working longer hours. It was hypotheszed that supervisors by having  better
information about the layoffs and likdy to understand and agree with the raionde for
them, would perceve the layoffs as farer than technicd employees. This hypothess
was supported and interviews reveded that the supervisory employees were better
informed and more likdy to agree with the companies account. These effects remained
even when controlling for prior experience of layoffs and prior commitment.

Jug as accepting the explanation can be the badis of legitimacy (Mansour-Cole and
Scott, 1988), 0 the giving of an explandion leads to perceptions of procedurd farness
(Ddy and Geyer, 1994, Brockner e d., 1990). The darity of the explandion offered
has an effect upon work effort after layoffs, and the “unusuaness’ of the account with
respect to the prevaling organizationd culture interacts with darity of the account.
Where daity is low and unusudness high, the change in work effort is lower then in
other conditions and the effect of the darity of the explandion is mog noticesble where
it is an unusua one (Brockner and Wiesenfdd, 1993, p.127). In other words people are
trying to make sense of something and where an event is explained in terms of unusud
reasons, it is more important to explan dearly. But the use of an unusud explangion
rases the question of the relationship of an account to the background cultura context.
What is “clea” and wha is “adequate’ ae themsdves evduaions based upon
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dandards, beiefs about what is right, and how things work. Whether people acoept
company policy as an adequate judtification isaquestion in itsdf.

Whether people believe that layoffs are avadable or not has a dgnificant effect on
perceptions of famess and organizetiond commitment and turnover (Brockner e d.,
1990); in this dudy, work effort was more closdy rdaed to the levd of provison for
those lad off. Deciding whether layoffs were avoidable is an attribution of control: did
the organization choose to make people redundant, was there an dternative route, or
was the organization powerless in the face of externd events? There is a weighing of
the explanation and sometimes it may be found wanting. How people explan the
gtugtion is an important mediator of their responses and those explandions, induding
those offered by authoriies are mogt important where there is great uncertainty
(Brockner e d., 1990) and when the daity of the account leads to more favourable
reactions.

The bdiefs that people bring with them into a dtuation are adso important. Just
world beliefs (a tendency to perceive the world as far, to believe that people deserve
their outcomes), for example, can moderate group rather than persond discontent (Hafer
and Olson, 1993) and coping responses (Tomeka and Blascovich, 1994). They dso
predict behaviourd responses such as group behaviour. Just world beiefs are important
for job security because they lead to attributions and beliefs about the future (Lerner,
1996) Those with just world beliefs ae more likdy to experience depresson when
affected by redundancies dthough they show greater efforts a& job search and pogtive
atitudes, but this does disgppear after a while (cf. Westergaard et d., 1989 who found
that those who initidly were successful in finding a job were no better off three years
later than those who had not). The implicit contract is dso rdevant to perceptions of
farness and job security and the perceptions of job insecurity or layoffs outcomes as an
undeserved deprivation can be crucid to adverse responses (Lerner, 1996).

3.3 The lack of direct evidence about distributive justice and
job security

The group vaue modd emphasizes the importance of procedurd judtice for the
naure and qudity of rdationships in the workplace, but digributive judice hes if
anything, an even more dgnificant role Work on didributive justice recognizes three
broad dlocation princples need, proportiondity (equity) and equdity. Proportiondity
can be an actud ratio, proportiond to a given criterion such as effort, ill, output, or it
can be a ample rank ordering, based upon a criterion such as seniority or responghility.
It is chaatteized by oient, and usudly large inegudities Thee three broad
principles are asxociated with different types of socid rdaionship: need with wdfare
bassd rdaions proportiondity with competitive or individudidic rdaions, and
equdity with cooperation (Deutsch, 1985, Fiske 1992, Lemer, 1991, and Tornblom,
1992 for areview of the multiprinciple approach).

The rdationships ae manifesed in a st of atitudes, expectaions and obligations,
which result in judgements of faress of wha ought to be. Moreover, agpects of the
relaionships, such as tdling people tha others are smilar to themsdves, can lead to the
adoption of the gopropriate didribution (Deutsch 1985, 1987), while working in a group
organized by one of the digribution principles induces the dtitudes, such as a wish to
best others or highlighting differences between people, which meke up a socd
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relaionship. A socid rdaionship (Fiske, 1992) is regarded as being made up of a st of
obligetions, expectations, “oughts’, about what goes with wha, not dissmilar to the
idea of a psychologicd contract (see section 24). This bundle of “oughts’ generate
expectations dbout what should hgppen and how others should behave. Since what
ought to be is pat of the same basc phenomenon as fairness, these obligations are the
basis for judgements of fairess.

In an important way, didributions st up the conditions and date of mind, which
bring different types of socd interaction into beng. And most important of dl, the
digributions can have ther effects (eg. egudity leading to more cooperaive working)
agang the gran of peopl€s initid opinions (Deutsch, 1985, Stock, 1999). It is the
actud expeience of a didribution which has the greatest effect on dtitudes. When
people tak about the didribution of different resources within one gStuation, and where
these ae seen to follow different digribution rules (eg. proportiondity for income,
equdity for how people are trested and need for hedthcare), the very same Stuation
will be described in terms of different types of rdaionships (Stock, 1995, 2000).

Nearly dl the studies looking a farness perceptions in a layoff Stuation ded with
procedurd judice messures. However, both Brockner, Tyler and Cooper-Schneder
(1992) and Armgrong-Stassen (1993) look a  didributive judice, in referring to
perceptions of the farness of the criteria used to determine who was lad off. The
former asked ther respondents to indicaie which of severd criteria (performance,
seniority, skills job function and influence with others) was used to determine who was
lad off, but do not report these results. The fairness of the criteria used for layoffs does
not have a man effect, but does interact with prior commitment to the organization for
both organizationd commitment and turnover intention, the effect is margindly
sgnificant for work effort. Organizationd commitment was much lower and turnover
intention much higher where famess was low and prior commitment high. Yet agan,
fairness isimportant for relationships.

ArmgrongStassen  (1993) compared the responses to the farness of layoffs of
white and blue collar workers, specificdly examining ther perceptions of the fairess of
the digribution of layoffs between the two dasses of employee. Three groups of
employees, supervisors and technicdians with and  without experience of previous
redundancies, rated the farness of the didribution and the procedure. Organizationd
commitment, job security and organizationd morde were the dependent variables.
There were ggnificant differences between the groups for dl of these measures but
there were no differences in their trust in management. Retrospective measures of job
security, wel beng, orgenizationd morde and intention to reman dl showed a
decrease over a year. There were differences between the different groups of employees
on dl these messures, dthough not dl were sgnificant. Unfortunatdly no regression
andyss was undetaken and little can be sad about the rdationships between the
vaiables Corrdaions, controlled for tenure, layoff exposure and prior organizationd
commitment, show asocidions between farness of the account and dl the other
measures, with the largest corrdaion between account fairness and the fairness of the
layoff and some between account fairness and trust in the company. The fairness of the
layoff distribution was associated most strongly with job security.

Ddy and Geyer (1994) found that perceptions of outcome farness (digtributive
judtice) had a direct effect upon intent to reman. Meeting expectations with respect to
sved job facets incduding job security, can lead to globd farness judgements of
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dlocators (Mudler et d., 1999) and the latter indicates a cumulative effect (Smilar to
that postulated for perceived threat) of satisfaction with multiple job features,

There ae, however, no dudies of how people perceive the didribution of job
security in society. Although there was no effect for age upon perceptions of insecurity
in the Rowntree sudy, age was the mog frequently cited reason for beieving one€'s
prospects in the labour market were poor. Age, job daius, family saius and low income
ae dl dggnificant predictors of whether someone will be made redundant during
resructuring (Wass, 1996). This is effectivdly a perception of a proportiond digtribution
based upon age. Perception that promotions are based upon merit (i.e. career security)
leeds to postive famess judgements (Orpen and Andrewes, 1993). This last sudy
found that variables representing procedura issues accounted for more of the variance
in fairness perceptions that actua outcomes.

Montada (1996) condders that the unfarness of unemployment (of which job
insecurity is a threat) is based upon the undeserved nature of a negaive outcome. This is
dmilar to the way in which some people consder poverty to be unfar because it is an
undesarved  hardship, even when they have misgivings about paying unemployment
benefits to those who do not work (Taylor-Gooby, 1987, Stock, 1999). Farness
judgements about unemployment are affected by the experience of job security, the
rues of judice people prefer, politicd orientation, dtributions of responghbility and just
world bdiefs (Montada, 1996) and adso by fundamentd beliefs aout the nature and
operation of sociely (Montada, 1996, Stock 1999). Montada aso digtinguishes between
opinions in the abdract aout what should be done about unemployment and individud
willingness to share in some redidribution. This divergence is dso familiar from sodd
attitudes to taxation and redistribution (Taylor-Gooby, 1987).

Clearly people can have different perceptions of the same sStuation, both in raing
the farness of outcomes and the criteria that underlies them (Armstrong-Stassen, 1993).
But do they perceve an overdl patern in the job security that they and other people
have, or do not have? How do they perceive the degree to which different people,
different jobs, different professons, have or do not have job security or is job security
an dl or nothing phenomenon? We know even less about how people perceive the wider
issues of income and employment security.

If nothing else job security is a socid good with a pattern of didribution. Burchdl’s
(1999) dudy of the didribution of job insecurity presents the didribution of subjective
perceptions of job insecurity. There is no information about peoples perceptions of the
digribution of (own and others) job security. There will be associated farness
judgements of this digribution and we would expect such judgements to be rdaed to
what respondents consider to be jug, right, what ought to be.

3.4 Indirect evidence about distributive justice

Nealy dl the work on farness in the layoff gtuation has sudied procedurd
jugtice, but the few dudies which asked direct questions about didtribution show that
didributive famess is cordaed with job security, organizationd commitment job
saidaction, and turnover intention. Procedurd and didributive justice are correlated.
So, even if we have little direct evidence about the importance and effects of
digributive justice and job security, we do have a great ded of evidence about
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digributive jusice and orgenizationd varidbles such as organizationd commitment and
job satisfection, the same varidbles which are affected by job security. The existence of
direct evidence about job sidaction, organizetiond commitment and job security
means that it is possble to integraie what is known about organizationd farness into
the “threst x powerlesness’ modd of job security via its effects upon organizaiond
commitment.

Davy e d.s (1991) sructurd equation moddling has demondrated that the effect
of procedurd farmess upon turnover and organizationd commitment is mediated by job
satidaction, as is the effect of job security. Since procedura and didtributive fairness are
asociated, one can infer the exigtence of indirect effects of digributive justice mediated
by procedurd farness and job satisfaction. This, however, assumes that the influence is
reciprocd: that this is a reasonable assumption is supported by the reciprocd nature of
the associations between the dements that make up the socid rdationships of which
digributions are a pat. One can view farness and job security, dong with trudt, as
aisng out of the operation of long term reationships. Farness and job security ae
paticular manifetaions of the smooth operation of different types of reationship.

Thingsare hgppening as they “ought” to happen.

Where we know the effects of organizationd commitment, job satisfaction and
procedurd judice, we can be reasonably sure that digtributive fairness will be important
a wdl. When we ae seeking to understand the effects of job insecurity within a
complex fidd setting, the consequences of didributiond issues, and ther farness will
depend on the redionships obtaining. Conversdy, underdanding what is congdered
far in those drcumdances, will illuminae the rdaionships which undelie the
Stuation.

It may ds0 be possble to say something about fairness and occupationd  security,
insofar as we have information about career satisfection. I this latter can be accepted as
a proxy for occupaiond security, or, a with procedurd judice, a mediaior of effects,
then one may infer that both procedurd and outcome farness will be important for
career security (Orpen and Andrewes, 1993).

3.5 Thejustice perspective

Modern judtice research suggests that how you are tregted and what you receive,
procedurd and digtributive fairness, are crucid to perceptions of how you fit in and who
you arewithin asocid group.

Procedurd judtice is what oils the works of a socid group, beng of paticular
importance where outcomes ae negaive. Even where decisons are not in someone's
favour, they accept the outcomes as legitimate if they perceive the procedure to be fair.
If everyone dated to ague with decisons they didiked, our sysem of governance
would soon be compromised. Procedurd judtice is pat of the “psychologica
infrastructure’ that dlows a complex society to function. But procedurd judice dso
marks out the relaionshipsin a group so that you know where you are within it.

Didributions, on the other hand, are fundamentd to the type of rdaionship of
which one is pat. Different types of disribution are associated with the perception of
different types of socid reaions, different aspects of people and different description of
the socid group (Stock, 2000). Indeed, certain types of description only occur with
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some of the rules when people are discussng a Studion of need, they rardy refer to the
characterigics of individuds, which ae <dient when a proportiond didribution is
conddered. These dements foom mentad modds of what goes with wha, what “ought”
to be in that dtuation, which will be used to generate expectaions, judge outcomes and
meke farness evadudions Because a grest ded of information is needed to make
judgements of farness, it is thought that it is Stored together in a template or schema,
often called ajustice ideology (Kayser and Schwinger, 1982).

Job security is dealy differentidly didributed. As a sdient resource  within
cidy, the didribution of job security will have a powerful effect upon people’s
perceptions and expectations of the society around them. The same process that creates
these expectations will generae responses congruent with the digtribution. Proportiond
digributions, for example, lead to competitive and individudisic socid reaions and
are rarely associated with increased productivity.

Judice research demondrates that it is not amply a maiter of tregting people
decently, dthough procedurd judice emphasizes that dignity in interpersond  trestment
is important. Rather, the didribution which obtains who does and should get what, will
drive forms of rdaionships which will have profound consequences for perceptions of
and responses to, asocid group, or even ociety itsdf.

3.6 Morality and the boundaries of the moral community

Bdiefs about didributions paticulaly of income and power, ae inherently
political. They are about the shgpe of society, about who is favoured and who is nat,
who is ettitled to cetan goods who merits gpecial treatment. Beliefs about
digributions are ideologicd in the sense, not merdly of forming a coherent st of idess,
but of beng the psychologicd infragtructure that supports, through explanation and
judification, a certan date of afars The ideologicd process works to explan and
judify particular socid arangements, and (as discussed in section 3.1) they come to
seem inevitable, and pat of an immuteble naturd order. Burchell et d. (1999) observed
that management did not condder themsdves absolutdy bound by no-redundancy
agreements  (p.57). Economic circumstances have become the absolute and primary
vaues.

Ideology is part of the world-view we creste not Smply to explain the world, but in
order to act within it. The mord norms and rules condructed have the function of
creating both the agppearance of regularity and regularity (of behaviour) itsdf. Without
some points of reference in our percaved world, we cannot function psychologicaly.
The obligaions inherent in reldionships produce a regularity which is as vitd to the
functioning of sociely as to the organization or its employees Complex, coordinated
action cannot teke place without religble regularity of people and processes If this
regulaity is removed it is like pulling the rug out from under peopl€s fegt, hence why
uncertainty is so aversive, and insecurity so stressful.

If a socid rdaionship is made up of a bundle of obligaions, then the mogt
important question becomes, to whom do we owe such obligaions? One of the
functions of ideology, and of the modds of rdaionships described in the previous
section, is not only to explan a didribution, but to specify to whom it goplies the
nature of the recipient is one of the dements of a judice ideology (Cohen, 1987, Kayser
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and Schwinger, 1982). In doing S0 ideology is dictaing the boundaries of the mord
community, those persons to whom we cary some obligation (Habermas, 1979). It is
for this reason that the explanations of who is or is not employed, who is or is not scure
in thar work, why jobs are not avaldble or the probability of finding a job, are crucid
to the maintenance of a particular distribution of gains and costs (Montada, 1996).

However, ideology does not, in 0 large and complex a society as ours, define a
ample ingroup and outgroup, it defines many types of outgroup and the rdaionship
ones own group has to these othes Thus membership of the outgroup does not put
someone beyond the socid pae, but changes the norms which are congdered to goply.
Hdlier and Lyon (1996) found that managers faled to redize ther jobs were under
threast Smply because they distinguished themsdves from the subordinate group at risk.

It is not merdy tha job security and/or redundancy are seen as mord issues, nor
even that they are socid goods which can be digtributed according to a rule. Job security
is aout both the kind of rdationship you have or do not have with your employer and,
on another leve, about whether you are to have such a reationship in the future at al.
That this larger level is important can be seen in the way that both survivors and layoff
victims judge the farness of a company’s actions by whether some compensation or
hedp was provided to the depating employess (Brockner e d., 1992, Brockner and
Wiesenfdd, 1993, Greenhdgh, 1983, Leana and Fddman, 1992). All obligaions did
not ceex= with the termination of employment. Kahneman, Knetch and Thder (1986)
demondrate that lay people do think that economic actors, whether individuds or
organizations, are bound by rules of fairness.

Condderation of the different types of socio-economic security presented in section
1, demondrate the way in which security in the workplace is pat of the wider society.
Labour market security is about whether you are or are not to have the role of worker in
your society. Occupationd security is about whether you are or are not to follow your
paticular cdling. In each case it is a quesion of whether certain people, or the society
aound you, hes catan sorts of obligaion toward you. In societies with extensve
wefare provison, obligations to the unemployed are recognized. You have besc sodo-
economic security: you have security of food and shdter, basic hedthcare, education
and protection from crime. Under al circumstances, no matter how your time is spent,
you ae dill a member of society and these basc securities are extended to you. The
psychology of digributions tdl us that you will know what kind of society you are in
from the rdaive remuneration avalable Precisdly what your society is prepared to
guarantee speaks volumes for the nature of your primary membership of society.

A job is the lynchpin of socid identity in western culture, without it people have no
proper place among their fdlows and cannot fit themsdves nor be fitted by others into
that map of the world we dl need in order to function. It is for this resson that job
security may have effects over and above the sum of its facets, and why job security is
diginguisheble from income security. This paper has drawn atention to the posshility
of a non-liner phenomenon, and of the unknown but potentidly grester effects of
chronic insecurity. Uncertainty itsdf is an aversve experience, on€'s identity in society
is fundamentd to the worldview crested to ded with such uncertainty. Part of thet
worldview is a modd of socety defining the rdadionships therein. Insecurity is an
important, possbly defining, facet of those rdationships. Farness and trud, like
security, are manifedations of the appropriate functioning of those reationships and al
three have profound effects upon those attitudes to society which are the outward form
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of the reationship. Work-rdated security has, as a result, profound effects upon
persond wel-being and upon the nature of rddionships within society and hence upon

the nature of society itsdlf.

4. A model of socio-economic security

This paper has concentraied on job security, as the type of workrelated security
that is the mos dudied, and the results are primarily from the UK and US. Teable 5
summarizes some recent studies focusing on other countries.

The ILO InFocus Programme on Socio-Economic Security sees security a work
(job security, work security, and occupdiond (career progression) security) as
embedded in a wider marix of socio-economic redionships which give rise to
representation,  employment, labour maket and income security, dl of which ae
founded upon basc security. The phenomenon of security, however, whatever its range
or focus has a common core people fed secure when they ae adle to rdy upon
expectations about the future arising from the socid relationships they have.

Table 5. Recent studies of job security and insecurity

Country References

Portugal & Spain Bover, Garcia-Perea and Portugal, 2000

Sweden Burstrom et al., 2000

Canada Tivendell and Bourbonnais, 2000
Maurier and Northcott, 2000

Croatia Sersic and Sverko, 2000

Turkey Cam, 1999

Switzerland Wolter, 1993

Australia De Ruyter and Burgess, 2000

Germany Wagner, 1997

The devdopments encountered in this paper suggest, a the lesst, some
modification of the origind “threst x powerlesness’ modd in order to incorporate trust
and farness, and this large body of evidence suggests the need to emrbed the modd in a
wider context. This last section will suggest a widening of the origind modd, retaining
its powerful festures but, through a neted modd of the different forms of socio-
economic security, enlarging its remit to make it rdevant to security and fairness at the
ocid levd.

4.1 “Threat X powerlessness”, coping resources, response
contingencies, experience and belief ®

One of the primay condudons of this pgper is tha the badc, multiplicative,
“threat x powerlessness’ modd retains its utility. It is comprehensve, wdl-tested,

8 The following modd was devedoped in conjunction with Richad Anker of the ILO's InFocus
Programme on Socio-Economic Security.
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ample, and powerful. It does however, need some development to cope with the more
sophidicated context of a condructed psychologica environment, and an  enlargement
of range to encompass the wider society.

The principd problem is that bresking down cognitive processes into discrete
factors (in order to have dandard varidbles to goply) often obscures the complex
interrdaions between different types of perception and information. For example,
atributions of caudity and control ae the key to subjective understanding of the
gtuation and can predict the coping drategies used (such as avoidance, job search,
collective action). But it is the same st of explanations (or accounts) which are used as
the bass of farness judgements, to evaduate the probability of change and the severity
of outcomes as wdl as to ddfine and gpprase possble response options A sSngle
vaiadle such as perception of odf-efficacy can be both a factor in people€s
susceptibility to threst (in making them more likely to percaiving a negdive outcome as
probable) and a resource with which to cope And trust, an important moderator of
responses to insecurity, and a crucid factor in farness contracts and reationships,
needs to be incorporated into the modd.

Fgure 1 illusrates a reworking of the origind modd, tking in some of the
knowledge gained over the last two decades about antecedents, responses and
moderators of responses to insecurity. Section 2.1.3 showed that there has been an
increase in both job insecurity and labour market insecurity in the UK in recent years It
is thus plausble to congder insecurity, not as an event occurring a a paticular time, but
as a potentid (and potentidly permanent) feature of the work doman in which the
evduation process in the figure is pat of the psychologicd backdrop of the work
Stuation.

The mode is presented as a process in order to incorporae the factors identified in the
above review and to sketch in the feedback loops and multiple inputs which give rise to
the complexity of the gtudion. The modd is seen as goplying to individuds smadl
groups, organizations or communities For the sske of darity, not dl possble paths ae
shown.

In the origind modd change is regarded as inherently negetive, here it is dways
potentidly negaive, and things continuing as they are teken as the norma mode of
operdtion for people The dements of the origind modd were threat (probability x
severity) x powerlessness (contral). What the origind modd sad Hill gands: dl three of
these factors mugt be grester than O for perceptions of insecurity to occur.

It was adso remaked that insecurity is differentidly digributed. The essentid
guestion then becomes who is insecure, and why? People are differently vulnerdble it
is usudly easer to make manua workers redundant than managers - and they may or
may not have a degree of employment security, representation or other safeguards. In
congdering the Stuation of any group within the workplace or labour market, a any one
time, there are likdy to be severd sources of insecurity. These may be made dient a
any time, and then trigger the evduative process portrayed in the modd. Vulnerability
is a function of the objective dtuation of an individud or group, and should be
digtinguished from an individud’ s tendency to fed insecure.

56



Figure 1. The security evaluation process
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Vulnerability, or a persond predispodtion toward insecurity, are essentidly inputs
to the evauation process. These inputs can be divided into those that ae primarily a
function of subjective perceptions and those which ae characterigics of the
Situation/environment which may for these purposes be regarded as objective.

The asubjective factors breek down into three broad categories the fird is persond
experience and observaion and incudes knowledge of dmilar others, past experience of
redundancy and insecurity (Armgtrong-Stasseris (1993), and persond knowledge of eg.
the exigence of benefits or other income supplements that would mitigate possible job
loss (eg. Brockner et d., 1992). This experience contributes to evauaion of the threst,
of possible outcomes and response gptions.

The second caegory indudes factors which vay dgnificatly a the individud
levd such as the susceptibility to insecurity referred to above, bdief in a just world, saf
efficacy and generd optimiam, - a sort of “it doesn't happen to people ke me’ atitude.
Agan these affect evauation of probability and severity of outcomes and the
condruction of response options. Trugt in authorities is dso a subjective judgement but
because of its importance is included as a separate factor in the modd. Individudly
vaying tendencies to trust the authorities are an input into the appraisal of whether the
relevant authority can be trusted dong with past experience and fairness judgements.

The last st of subjective inputs are the beiefs used to explan and judify the Stuetion.
Some may aise from persond experience, but many are condructed in the discussons
that take place in the media or between friends and colleagues. Individud levd variation
in eg. jus world beiefs should be conddered as a persona factor whereas a beief that
the unions are respongble for the dtuation is likdy to be derived from other sources,
induding explicit political ideologies, and be shared with others People do think for
themsdves, but where they draw upon sources of information outsde their persond
experience they reaulting bdiefs will be shgped by the ideologica processes obtaining
in the wider society. The didtinction is between shared beliefs and those patterned a the
individud leve.

The find st of inputs are the resources avalable to people such as dterndive
income sources, trandferable  skills,  financid assets. These resources such  as
membership of hedth insurance schemes, penson rights, owning on€s home, union
membership ae not primarily a function of subjective perception and must be
diginguished from perceptions of resources which come under the heading of persond
knowledge and experience® These resources, by shaping the coping contingencies
avaldble, enter into cdculations of both possble outcomes (severity of threat) and
coping responses. Armgrong-Stassen  (1994) found that coping resources predicted
responses.

Powerlesness, on the other hand, has been a problematic concept. This modd
offers a dightly different, and more action based, perspective to the origind so that the
interna/externd  atribution of control is conddered dongsde trust in authorities. In

® They can be divided into the kind of resources about which someone is likdy to have accurate
information, eg. dternative sources of income, persond financia assets, and those about which their
knowledge is quite likdy to be incomplete, such as benefit entittements, employment rights, advice
servicesetc.
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most Studtions, epecidly the workplace, the exigence of an authority is sdient. and its
seems intuitively probable that in many cases people will assume that others will act.™®
Explanatory ideologies will specify not just who can act but whose responghility it is to
act. The question of who should act, the mord dimension will have a force of its own,
intimately linked, because it is pat and pacd of the same phenomenon, to farness
judgements.

If a respongble authority is identified, then it is a quesion of whether the authority
can act and whether the person truds it to do so. If someone has experience of that
authority acting farly, then it is likdy they will trus them to do s0 agan. Falures of
such expectations lead in their tun to judgements of unfairness, which themsdves result
in negative responses, and may moderae responses to layoffs, which lead to insecurity
and psychologica contract violation, which may be caused by insecurity.

It is of course, possble that the judgements of respongbility and controllability
may be conflaled. This modd is not intended to be linear, Snce it represents an
evauaive process which may teke place over weeks and months in discusson with
others in committee medtings a wdl a in the worry of awy individud. The
importance of controllability is retained and the factors of trust and farmess enter the
modd. In addition, from this perspective, more than one course of action may be
possble. Powerlessness is effectively being recast as avoidability.

Therevised caculuslooks asfollows,

Percaved insscurity = Seource (probability of change x severity of
outcome) X powerlessness
Powerlessness = 1/ avoidability
Avoidability = S[(existence of an authority [0,1] *x ability to act X trust)]
+ S[individual response capabilities]
2 there either is(1) or isnot (0) arelevant authority.

Trud, controllability and individuas response capabilities can be condrued as a st
of probebilities (or probability evaudions by the actor) dthough they may be non-
lineer as the exigence of an authority is assumed to be A summation, rather than
integration, is usad as the Smplest mode in the absence of direct evidence.

Jugt as the origind modd could be summed over a range of job feetures 0 this
modd sums over a range of sources of insecurity. Roughly speeking, the more things
someone has to worry about, the more insecure they will fed. It dso sums across the
range of posshble actions by the individud, representative bodies or governments. The
probebility of avoiding a negaive outcome is the sum of the probabiliies of al
independent avoiding actions The more response options a person has the more secure
they will fed. If action is avalable to both individud, group and specific authorities,
then the probability increeses that one, a leadt, of these posshilities will achieve the
desired effect.

1 The exigtence of a source of authority or a distribution mechanism which is an authority (eg. “the
government should providejobs...”) isatypica dement of explanaions of distributions (Stock, 1995).
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The gpecific inputs to each of the dages of computation, probability of change
sveity of outcome, will be influenced by perceived dternative sources of security and
sdfeguards, actud dternaives and safeguards, individudly varying beliefs and atitudes
(sdf-eteem etc) and soddly deived (and potentidly ideologicd) bdiefs.  Strictly
gpesking, of course, the percelved severity of outcome after such a process of gppraisa
will be a function of the evaduaion of response options, hence the feedback loop in
Figure 1.

However, insecurity, like famess and didributions, is located within a frame of
reference and that frame can change. Job security may be threatened but the evauation
process outlined in figurel, may show tha the outcomes may not, in fact, be so bad,
because someone dse in the family eans (the household is not threstened). Others
might vaue ther current job such that an dternaive was of little vaue to them or might
congder only the locd labour market (limiting range) and the opportunities within their
community. Or ese, evauation of the current economic dimate might direct atention to
national problems and other socid resources, such as hedthcare (a component of basc
security), might appear to be under threst. Questions of security in the workplace, as
wdl as farness (section 4.2), exig within the context of the wider society and job
security exigs within the context of other forms of security.

4.2 Where security becomes a resource

The factors affecting perceptions of, and responses to, insecurity draw atention to
other forms of soco-economic security (section 1). Tranderability of skills is an
individua asset which crestes possble coping responses to job insecurity and is dso a
source of labour market security. The current definition of job insecurity as “a threat to
the continuity of a desred (work) dStuation can be extended to encompass S0GiO-
economic life in generd and a longer time perspectiver ““the threet to the continuity of
a desred date of affars or aspects thereof, or of a dedred progresson or future
expectations’.

The type of insecurity is defined by the particular resource which is perceived to be
threstened eg. income, but the unit which is threatened must dso be defined. This may
be the income of a household, an individud’s chance to work or the jobs of a particular
group of workers The same gtuation may present a different threat to an individua
from that facing a group (even one of which the individud may be a member). But it
must be remembered that the frame may change, and s0 the response to job insecurity
may not remain focussed upon the shortcomings of a particula employer or indudry.
Jugt as pay a work is dso the primary component, for most people, of their income,
income itsaf tends to discussed in the context of society (Stock, 1999).

Conddering the other forms of socio-economic security mentioned in section 1
rases the quedion of the effects of insecurity a8 a socied levd. By andogy to job
security, one would predict that where basic or income security is lacking, insofar as the
frame of reference is the wider society, socid rddionships, paticulaly trugt in
authority or a societd equivdent of organizationd commitment (eg. to the rule of law)
may be szioudy eoded leading to increesng opting out (turnover) and decressing
work effort (productivity a& work, or in voluntary activities). If insecurity has smilar
effects to those seen in the workplace, then one would predict increased tenson in both
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industrid relaions and within civic society. Where that insecurity is seen as unfair, it
will be even more corrosive of socid commitment and trudt.

Insecurity in the workplace has serious outcomes for individuds and organizaions,
it has the potentid for equa serious outcomes a& a socid leve.  Complex human groups,
whether viewed as socidlies, communities or organizations, depend heavily upon trust
and collaboration. Insecurity has a close rddionship with perceptions of farness a
crucid factor in the evauation of leaders, and the acceptance of negative outcomes
giving rie to the cushion of support needed for governments to function. (Lind and
Tyler, 1988, Tyle, 1992). Inscurity in sociey, and the degradaion of socd
relaionships which giveriseto it, isadirect threst to socia cohesion and cooperation.

5. Conclusion

This review has presented, and updated, the primary modd of insecurity used in the
psychology of job security. The aray of studies consdered suggests that insecurity hes
been incressing in recent years, that it is important to people, and that it is differentialy
digributed (in digributive judice terms, a proportiond didribution based on age, dass
and employment sector). The dudies show that it leads to changes, mainly negetive, in
atitudes a work (paticulaly organizationd commitment, motivation and intent to
remain), in work effort, and (increased) turnover. It has consequences for the hedth of
individuas and their family relationships.

If, as this paper has suggested, <ecurity, farness and trus ae outwad
manifedations of the undelying phenomenon of socdd rdationships, we will need to
address those reaionships and the obligations conditute them. Trying to “create trugt”
or “being seen to be far’ are not addressng the red problem. Section 1.2 notes that
amdiorative actions on the part of authorities are got to be misconstrued, to be expected
if the underlying relationship mode (see section 4.1) has not.

Job insecurity, psychologicad contract violaion and fdrness dl affect the same
aray of vaidbles and dl ae linked to the qudity of the rdaionships within the
workplace. Both perceptions of justice and insecurity in the workplace are embedded
within the larger frame of reationships in society. Insecurity is not just a problem for
the individud workplace. It is a question of the hedth and wdl-bang of individuds,
and of their families and communities and of the society condituted by those very
relationships which insecurity undermines.
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